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DEPARTMENT OF THE ARMYHEADQUARTERS, US ARMY DEPOT LONG BINH
APO 96332

AVCS AD MGT 
21 Nay 1971SUBJECT: Operational Report - Lessons Learned, US Army Depot Long Binh,Period Ending 30 April 1971, RCS CSFOR-65 (R3)

THRU: Commanding General
U.S. Ar

m y Support Command, Saigon
ATTN: AVCS GO MH
APO 96491

TO: Department of the Army
Assistant Chief of Staff for Force Development
Washington, D.C. 20310

]. OPERATIONS: SIGNIFICANT ACTIVITIES

A. PLANS AND OPERATIONS

i. Rerorae ctvities:
a. During the reporting period the retrograde program went into

high gear as evidenced by the significant increase in retrograde tonnageshipped: over 41,000 short tons were shipped against less than 16,000during the previous six month period. The total retrograde tonnageshipped during this 6 month period was seventy, percent more than thetotal xetrograded during all of FY 70.

b. The first rail shipment of 68 CONEXes loaded with retrogradecargo destined for Okinawa went to USAT Newport, on 12 January 71.CONEXes were loaded on 17 flat cars and secured with two-inch banding.No difficulty was experienced during the loading operation, which wasaccomplished utilizing a 10,000 lb rcugh-terrain forklft. To dateapproximately 1,300 short tons have been retrograded by rail from USADLB.

2. Vietnamization of Warehouses:

a. One warehouse which stores office supplies, was Vietnamizedduring the early part of the reporting period. However, the requirement to
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SUBE JCT: Cierational Beport -lessons !earned, US Amry Depot long Dinh,
Period Ending 30 April 1971, 1CS CSFCR-65 (3)

store an additional stocl: class created proble.,s of increased i.orkload and
documentation. The resultant backlor in recei:nts and issues was not re-
duced until a si.mll number of U.S. Militaryr personnel t.as returned to the
warehouse to augment the workforce. These personnel assisted the local-
national supervisor and helped coordinate docui.ent control and shipping
with US Jilitary channels outside the marehouse.

b. Vietnanization has been corleted in two other Warehouses vAich
store autor:otive Iarts. Only one Amrican remains assigned to each of those
warehouses. They coordinate activities with other uarehouses in the Fire-
pouer and iobility Storage Section and assist the local-national supervisors
of the rarehouses when needed.

3. rLeojctCjean:

A small task force of six personnel mas organized to make rapid
identification and provide disposal instructions concerning salvage, recoup
requirements, and .0-isidentified stock- locations (i.e., stored under wrong
FS.l). The tea': was responsible for thoroughly inspecting each open storage
area and mraing disiosition on site by preparing necessary documentation.
The team also arranged for shipmnent of the iterts to PDO, recoup area, Self
Service Supply Center, and other destinations such as the correct storage
location, the retrograde area or burn pit. Ln the past five months the
team has re':aoved 691 lines valued at $1,260,969 and constituting 2,737 short
tons. Of this tonnage, 93E, short tons ure rey.oved to PDO, 598 to recoup
areas, 350 to Self Service Supply Center and 851 to other destinations.

4. Sace Utilization Surve-2Asand Rewarehousing:

a. With the goal of :a.,roving space utilization to 90 per cent of
net available covered storage sp ace, USADIB has conducted a space utiliza-
tion survey with the assistance of a storage representative from the Aralr
Nateriel Conwiand. Surveys have been completed for covered storage in the
Coia.unicat ions and Electronics, General Rateriel, and Firepower and Nobility
nmateriel catagories. After having conputed the percentage of covered storage
sPace presently utilized, the storage representative has made recoimendations
to hell, i.prove storage patterns and modernize storage procedures.

b. Major remarehousing projects are currently in process in eight
warehouses. One such project was initiated to provide essential covered
storage area for unit turn ins.

5. Self Service p)S. , Center:

On 15 Yoveiber 70, the Self Service Supply Center was officially
opened. Since that tij;ie the nuiber of oustome 's has steadily increased from
15 to a -resent listing of 630. In addition there are 75 Y.-ission accounts.
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The rapid increase in nu.,iber of custo.iers caused the backup storage area to
be inadequate. CONEX containers . re used for additional storage. They
now constitute approxi sately 30 percent of bull back up storase. The ister
Stocl-age List contains 769 items, a slight decrease frou the 764 iteus
aintained in January. Sales voluiie has increased over the past sic ,. onths

frola an average of $42,400 per week to a present vekly average of $52,300.

6. 2I!E Direct Suonort Level haintenance:

a. In November the i- Division received authorization to perform
lix.ited direct support level Ynaintenance. This progran is being phased in
as rajor assemblies beco.ae available through supply channels. The 14{E
Division is now a direct depoot customer. The 510th ;!aintenance Co will
continue to furnish backup direct support.

b. The authorized stockage list to support the organizational and
linited DS maintenance has grow.n to a-)proxi.ately 1800 lbies.

7. ,gavy_ btal .3aler for PDO Yard:

Installation of the heavy metal, scrap processing baler at the Ho ,'ai
Property Disposal Yard was co.spleted on 23 DeceAber 70. The final product
of the baler' s hydraulic !.,etal pressing action is a com pressed .-tal bale
approxiately 36 x 20 x 20 :iches in size. This equiiwient provides the
Property Disposal Activity with the capability to further reduce the overall
scrap inventories by being- able to offer for sale a very co-ipact, easily
transportable and more r.iarhetable ite:-. Although the baler has experienced
so - maintenance problems, over 1,000 short, tons of scrap metal have been
processed.

6. Rail .Cperations:

Rail shipnents from USA Tert.inal ci-rort to USADLJ increased substan-
tially during this reporting period. A total of 55 trains, consisting of
796 railcars carrying 13,192 short tons were offloaded by depot personnel.
Initially each activity was responsible for offloading its own cargo;
however, off loading )rocedures have improved iLaaensely by assigning the
cargo discharge of Class IV Y.ateriel to the handling activity and the off
loading of all other cargo to the Directorate for Transportation.

9. Prqdction Problens for Industrial :asLr Ice Facility:

a. Industrial gas and dry ice production at USALLE ues formerly
the responsibility of the 74th and 518th Engineer Detachents. The gas and
dry ice production 'y these units during 3rd and 4th quarters FY 70 and 1st
and 2nd quarters FY 71 was less than 30% of ajnounts required for issue by
USAD.03. To aug -nt the production, USADL3 procured gases frou civilian
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contractors, 7th Air Force through an Tnter-Service Support Agreement, and
from off-shore sources in Japan and Gkinawa.

b. The production calpability of the Lenerating plants was seriously
hampered by the nonavailability of re-air parts. Of 37 Red 13all requisitions
subr.itted during the ti..e-,eriod stated above, only six were filled; of 112
"02" requisitions, only 22 were filled; and of 2.6 "05" requisitions, only
51 were filled.

c. Comlotnding the problema vas the fact that L'OS qualified per-
sonnel were in short supply (only half of the two-thirds assigned personnel
had been ":OS qualified) and the 74th Detachrent was scheduled for deactiva-
tion.

d. To resolve the problei,i, USAD1L. submitted a lrchase Request and
Coiuritient docwuent to have the industrial gas/dry ice production facility

contractor-operated. The contract was avarded to Pacific Architects and
Engineers on 26 April 71. The est:bated annual savings are $470,000.

D. PERSOJEL AID ADIMIISTRATION.

1. Pre!)Aration of Wi'DA and Revised_ Oanization and Functions 1-.nual:

a. The current personnel and equil:tient authorization docur.ient
(IWDA P5W023AA04) is not" consistent with the present USADI organizational
structure, which was v..odified during the last reporting period in order to

* be responsive to chan-Lin rcquireaents and workload. Specific problems
were ex)erienced in identifying space reductions under the troo-,. ,,ithdrawl
program in that current operating ele>-ints lending the tselves to reduction
could not be identified on the docuvent.

b. An MTDA iwas prepared which completely overlaid the operating
ele ,ents (i.e., specific ,arehouses and storage pads). This docuLment was
pre-pareC primariljr to resolve proler, areas resulting from the ranpower
survey (which -as co..pleted 26 April). Aditionally a new Organization and
Functions ii:nual ,as prepared consistent with the iTDA.

c. As a result of the above actions, directorates can easily adjust
their organizations to compensate for loss of pianpower, and can rapidly
identify areas to be reduced based on iorkload by coi.iparing like operations.
These actions also enable nanagerent to identi y specific sw aces for con-
version under the Vietnaaization progra,-.

2. Resources Conservation Program:

Following is a su:,rary of FY 71 resources conservation (Cost Re-
duction) actions sub:itted to date-

4
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ACTI"S O 1011 DeLIA. VALU.;

Subutted 37 $1,516,400

Validated 34 709,200

ejected 2 522,900

Pending Validation 1 2C4,300

C. SFJRTTY OPERATIO0S.

1. Troo- Coivand:

on 17 January 71, Troop Cormind particifated in a joint sweep of an

area outside the 3rd Ordnance Aitmunition Depot. Other units participating
in the sweep were the 159th Engineer Group, 29th General Support Group and
3rd OrCnance $attalion. The USADID Troop Co;cc.and provided a conpany size
unit consisting of five officers and one hundred and thirty nine enlisted per-
sonnel. The s eep produced negative intelligence infor, ation.

2. Provost Iarshal:

With the co.,i.;encement of railroad operations through USADJL3, experience
has shoiw that 6 Iilitary Policenen can check an arriving 16-car cargo train
i 15 .nutes. The sa nan railay security teau remains with the cargo train

during its entire stay on USADLM. Upon departure it is again thoroughly
searched: for items of US Goverm-ient property to preclude pilferage.

II. lESSOIS IARMED: COM.ANDER'S OBSERVATIONS, EVALUATIONS, APdD
RECOIEIDAT 10iS:

A. PMSON1rML: ?None

3. INTELLIGECE: None

C. OPLRATIOES:

1. Erroneou.s Depo.t Caitalizat ion:

a. _servation: Various depot debit secondary items transactions
containin! erroneous extended dollar values are being posted to the ABF.
Most such entries arc attributed to either unit of issue or 'unit price error
on receipt transactions and physical adjustrent gains.

b. Lvaluation: These erroneous gains cause inflation of depot capi-
talization, Lend to distort actual valuation receipts, and create the un-
necessary work load involved in sorting out actual transactions and inventory
value and, subsequently, depot perforv;ance.

5
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c. Recommendation: That a USARPAC 3S systeras change be considered

which would block from posting all secondary item debit transactions ex-
ceeding either 50% of the established requisition objective and/or a total
extended valuation over 25 thousand dollars. Such entries would be "excepted
out" for ranager review and could only be posted with override coding follow-
ing validation of input data.

2. Receiving Errors Due To Improper harkings:

a. Observation: Numerous shipments of lon-Standard Repair Parts
have been received where the manufacturers use identically sized markings
with both the part niubers and the applicable stock number of the end item
(i.e., P/O M rFf1E FSN). This method of marking has been confusing. Since
inexperienced receiving clerks do not know whAich is the correct nunber to
use when picking up the item on the records, the wrong item number is often
picked up. Eleven million dollars worth of discrepancies on the SIT Report
were caused by errors in identifying the correct part numbers on packages
marked with part numbers and end item application stock nu.bers. This
marking problem has been referred for action to USAYL to insure that all
Non-Standard Repair Parts are marked in such a i-anner that the part numbers
are readily identifiable.

b. Evaluation: Lack of experienced supply personnel and increased
reliance on indigenous personnel make it imperative that this problem of in-
sufficient markings be corrected at its source.

c. Recomriendation: All other depots in Vietnam should be advised
of this problem so that care can be taken in their receiving elements to
avoid picking up part numbered items under the FSN, s of end items. Army
Materiel Cormiand should take action to correct the Lmrking of part nmnbered
items.

3. Utilization of Materiel Readiness Exediters:

a. Observation: Materiel Readiness Expediters were established
under USARV Regulation 700-24. Their primary mission is to coordinate
emergency requirements of units receiving support from supply sources such
as USADLB. Recent emergency supply actions have indicated that the IRE

program is not being utilized on many occasions to support emergency re-
quisitions.

b. Evaluation: USADID estinates that over 50 percent of recent
emergency actions have involved failure to use the :RE program. In most
instances, inexperienced unit personnel have simply been unavare of the MIE
program. In other cases, units receiving support from USADLB may not view
the 'E program as an expeditious r, ans to fill emergency requisitions.

6
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c. Recomendation: That increased ei.ihasis be placed on the
familiarization iwrith and use of the I-RE procedures, and, concurrently, that
the MRE prograr be revieved to determine its overall effectiveness.

4. Problem.s in Outside Storage of Non-Perishable Subsistence Co, odities:

a. Observation: Open storage of somde non-perishable subsistence
often results in serious deterioration of products and increases the problems
of commodity management.

b. Evaluation: Several coirodities, especially those that are
acidic in nature, deteriorate rapidly whIen in outside storage. Examples are
cherries, tomatoes, and citrus products. The problem is that moisture causes
some of the cans to leak, releasing the acidic juices, hich accelerates the
corrosive process on the remaining cans in the pallet. Several large amounts
of products have been involved or put on force issue in the recent past.
This adds to the commqodity management task. host of these pallets are packed
"A over A" uhich means that they should be mather-proof. However, there is
no fibreboard or plastic at the bottom of the pallets between the bottom
cases and the wooden skid. This is the area where ,vst of the moisture
enters the pallet.

c. Reconmendation: That outside storage pads not be used for
storage of acid-bearing commodities if at all possible. It is also re-
commended that "A over A"l packs be modified so that fibreboard and plastic
are used between the lowest layer of cases and the wooden shids. This
modification should allow outside storage for a much longer period of tine.

5. US Military Personnel Remaining in Vietnamized Warehouses:

a. Observation: As noted in Part I above, Vietnamization of oper-
ations at USADIM has continued as a major activity during this reporting
period. From an overall point of view, the Vietnamization program has been
a marked success in USADIB warehouses. Yet tno problems requiring further
consideration have arisen as a result of the Vietnamization program in the
warehouses: (i) a need continues for coordination of transportation and
document control through US Military channels; and (ii) pilferage and theft
from the warehouses have become acute problems, and it is suspected that
local-national enrployees are involved in much of these illicit activities.

b. Evaluation: (1) At this point in the Vietnamization program, it
is li1cely that document control and coordination of transportation support
through US i:ilitary channels can most effectively be handled by US Military
personnel working in cooperation i-th local-national mareliouse employees.

(2) Pilferage from wrehouses has resulted not only
in considerable dollar loss, but also in a lowemring of the storage-to-locator

7
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location accuracy6 It appears that employees involved in pilferage "stage"
itens to be stolen by placing thea in existing stock locations. Efforts
have been .ade to find and remove these pilferage "staging areas". In
addition, a system of unannounced, random Kiiitary Police checks, to include
"body search", has been instituted rith the effect of substantially reducing
pilferage.

c. Reco..endation: That a limited number of US Kilitary personnel

remair. with those vrehouses ear-marked for Vietnamization for the purposes
of (i) coordinating transportation and document control, so long as these
activities continue to be provided through US Yilitary channels, and (ii)
)inimizing pilferage.

6. Use of the Army _aster Data File LA.DF)and Authorized Stockajze List
by USADLB Receiving Branch:

a. Observation: The receipt of stock with incorrect stock nizbers
and unit of issue increased with the accelerated unit turn-in due to troop
withdrawals from Vietnam.

b. Evaluation: The rate of P terial Release Denials (bRL's) and
the percentage of "finds" through intensive research, indicated that invalid
stock numbers and/or unit of issue data were contained on receipt documents.
Storage personnel deter,.ined that corrective action could best be applied
at the time of receipt. Two Recordak .achines for viewing AIDF fii- .ere
obtained, and docu.-ents for unit turn-ins were screened for verification of
stock number and unit of issue data prior to shipping to Storage. This
approach has proven to be highly saccessful in reducing Material Release
Denials.

c. Recomendation: That this use of Ai4DF and ASL be considered as
a rTeans for other receiving activities to reduce &-terial Release Denials
caused by incorrect entries for stock ntwnber and unit of issue.

7. Pre-numbered Transyortation Control and Mioernt Doctnents (TC0's):

a. Observation: I3lanl- TCHD's have heretofore been wanually typed,
using Material Release Order (14O)) and Load Sheet information. Al). informa-
tion, to include the control nuuber, was manually typed on the blank TCMD's.

aLch of this inforipation is the sazie for all docuncents.

b. Evaluation: Pre-numbering and other constant data can easily
be machine printed, using data processing facilities. Machine-printed TCD's
have been prepared and are presently being used by the Directo..ate for
Transportation. All future TCODs will be pre-printed in this fish.*on to
establish better control and more efficient operation.

8
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c. Recom.iendation: That other comands employing TCDs consider
the machine pre-printing of control nw.,bers and other constant data to
improve control and efficiency.

S. USARPAC 35: Version 34:

a. Observation: In iarch and April 1971, USARPAC 3S computer
Srograms, Version 34.1 and 34.2, were impley.ented by Directorate for Data
Systei is. Since imnlenmentation of these progrms computer output has not
been at an acceptable level of timeliness and accuracy.

b. EvaluaLion: With version 34 programs, it has been found that
cycle times have changed and that it takes a longer tim2 to run cycles. A
number of problem aceas (i.e., "bugs") had to be removed frort, the programs.
It appears that ve-sion 34 waj not tested by USARPAC for a sufficient length

t of tit, utilizing actual inLlt documents, to insure that all requirements
would be met prior to imple-entation. Version 34 is not the first 3S
program to cause troub]. s - there has been a recurring problen with these
vercions, making considerable "de-bugging'" necessary.

c. Reco~uendation: That future computer programs be more fully
tested prior to implenmntation. Furthermore, during the implementation
phase new progra:,s should be run on a parallel bas7is to insure that all
managerial output data is available to a depot's s'ock control element.

9. Utilization of Tane Files:

a. Observation: Computer time was lost because of m.ounting improper
files for a production run.

b. Evaluation: Due to processing- a large volume of incorrect tape
files were soiaetties r.o~nted due to operator errors or errors in maintaining
the tape library. A sysLeni was developed tiat included a comparison of reel
nurbers and record counts to detect errors. This balancing technique provides
a check to ensure the correct files are utilized.

c. Recoriendation: This procedure be utilized in other data
processing installations.

10. Prograr Loops:

a. (oservation: On occasion, after prograjmaer personnel have
departed for the day, a production program encounters a loop (e. g., cons-
tantly repeating a series of instructions without actually p.xocessi.ng any
records).

9
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situation, it becae-aoarent 

that som, e-ethod of identifyinP the rrogramLproblen on the spot ,as necessary and take iaediate corrective e8tion sothe progra,.: could run through to completion.
runn. c.g t Recouindat ovn The input areas of all progranis with extensive

ed should be Provided in the operators guide and instructio
provided for locat °ig bad records and/or blocks. Additional instructions
should be provide to enable operators to eliminate the bad records and/or
blocks with by-passing instructions or with utility routings and restartprocedures.

D. ORGAUN.L.TIO.,: Lone

E. Tl ..'i.

1. Tiairir.c fr locag N.. aplvee.

a. Observatiozif US 1.ilitary personnel turn-over and increasing
withdra-vl has 'aeant increased reliance on Vietnarese local-national

employees at US.DLB.

national per"'-- n This condition maes it &nporT.ent for local-
nsonne to be adequately trained to ensure continling efficiency

of operation whcther to help teach newly-assigned US personnel or tomaintain continuity of a Vietnamized operati,.,
c. R rcomndatj.n: That training for local-national personnel CTI

and LACPO orograns be expanded to include training for upward mobility to
middle management positions in preparation for the further withdrawal of US4iilitary personnel.

2. Tr-°oo Reduction§. and Retrorade TranJ
ah Obser.yation The current US troop withdrai.,als hav placed a

higher worload on USIB in the areas of supply and storage, ouality
assurance, and property disposat, since these areas must de with sharply-
increased recrograI, reouire,.ents while having fewr peronel, assig.ed.

b. __aluatio : This trend has resulted in many OJT personnel in
retrograde or retrograde-related 

activities, because men have been shiftedfrojn one directon:.',e to another to accommodate to the vworkloajoc. ReconIeidai on: That necessary infozr.tion be i:)corpoWrted into
the instructio, prora,. s at the appropriate Arzi-y Service Sch:l). c-oncerningthe i.,thods and problehis of retrograde activities.
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3. Standardization of Item PDO Criteria to cut Retrograde Costs:

a. Observation: During a tour of retrocade o.,peratlions on 7 kpril
71, the Deputy Co:anding Officer of 2nd Log Co:.:.d, kina,,., stated that
nunerous ite:s being retrograded to his location uere of EDO caliber.
Additionally he point-d out that rany items a iti - recoup here would be
considered as PDO prospects in Okinawa.

b. LO tnI.: Aparently PDO criteria is at a variance between
here and GiOiiaw. -4hich results in needless costs for recoup and shipping.

c. gs.-udjtion: That PDC criteria be standardized to save
expenditures in reLrograde operations and that "-his principle be considered
a teaching and training point for future operations of this magnitude.

F. CO2M.IJ]GAM IU:.: None

G. 1.MATf iEt: None

1. Cen.,ral Reference Library for Data Proessin:

a. Observaton: For a considerable pearod of timq., each prograrler,
analyst, or tezm kept .a separate filing syel,em ,le.1-:-g on requirements.
While separate ystem were adequate for pros ra,. r~/l alyst personnel who
had been in this installation for an extende6 neriod Qf time, the files
were not the irost efi-I:..nt reference source for the constant flow of new
personnel. rerefore, a central reference libee,;:y f:e all progra aers and
analyst-s wes instttut.ed. This library now contins all prograris, docu-
mentation, technical n-anuals, and a comprehensive list of the library's
contents aid is avail~ble for all personnel.

b. Dvaluation: Th , central reference library has increased the
efficiency ,nd effectiveness of all progra;gaer/analyst pers)-nel.

c. f , d.orv Each data processing installtL-, i r'riew their
prcgrarmer/ .ra.yst f , inj m' hods and consi 'er 2 .-entral xr.eranzc library.
Wixh a central repository for all program:s, syste documentatlon, and
hardware and softmacre manuals; new personnel uill ii:,.ediately kviow where
publications are located, st eedig their orientation and ixicrasing their
effectiveness.

2. Duplica;', Tapr.. for Source and bject Decks:

a. Observation: In several instances, source program card decks
have been lost. In order to rW,e changes to the program and/or assemble
a new object card deck, the source deck either had to be keypunched from
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the source deck listing or reconstructed from the object deck. In either
case a considerable alount of tix was lost by programaing and keypunch
personnel. A system is available for maintaining card images of source and
object decks on magnetic tape and punching out these decks -hen necessary.
Recently the progrmiing staff undertook the task of creating a tape con-
taining iLmages of the operational source decks used by this activity. To
date, approximately 320 source decks have been recorded on tape and a
duplicate tare is Maintained at an alternate site as a backup to the original.

b. Evaluation: Irplementation of this system at an earlier date
would have saved considerable time and would have been very convenient.

c. R ecomendation: Data processing facilities should implement
this systea, to aid in recovering list or destroyed source and object decks.
The duplicate tape lept in off-site storage permits recovery if the original
tape is damaged or destroyed.

3. Work Sheet for eass Movement of Vehicles:

a. Observation: It has become evident during USAD1L participation
in the retrograde program that the present MILSTRIP logistical concept is
not completely adequate for rapid, massive retrograde i:ovenent of vehicles.

b. Evaluation: Lack of experienced and qualified personnel, coupled
with increased irass-novement requirements for vehicles, necessitated the
development of an addi+tional document: a work sheet developed to protect
!ZO~s and to consolidate like itenis for crew servicing. The work sheet also
facilitated processing of retrograde vehicles through the USALLB Vehicle
Park to the Lirectorate for Transportation, because an advance copy of the
work sheet could be given to Transportation for early planning. Further,
the use of a file copy of cormpleted work sheets has aided cross correlation
and the establishment of procedures easily visible for audit.

c. Recommendation: That a standardized work sheet, similar to that
used by USADIB and attached as Inclosure 2, be developed and utilized to
facilitate rass vehicle movements.

4. B fctsg ofRain_Season on BunkerL ie:

a. Observation: During this reporting period, continued emphasis
has been placed on re-building and upgrading defensive positions in the
USADLB sector of Long Binh Post perimeter. It uas necessary to rebuild the
sector conmand bun-er, to strengthen or replace wire barriers, and to
replace walk ways and ladders.

b. Evaluation: Rainy weather causes rapid deterioration of wooden
structures.
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c. Reconr.endation: That bunkers and facilities be built using
cement or treated wood to insure longer usefulness.

7, 4

2 Inel ISIDOP J$'ShR 1 r,
Organizational Structure of Colonel,
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Sample Work Sheet for IEass
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