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Review of MSUG Field Administration Division 
Viet Nam, July, 1955 - June, 1957 

~iie began operations in July, 1955. I think you are all aware of what 
the conditions were at that time. Dr. Smuckler, Dr. Wickert and I 
arrived at about the same time. Dr. Smuckler was in research, Fred 
~iickert in in-service training and I was in field administration. 

On our first day here, we were asked by the President to give some 
ideas and some thoughts as to the type of organizational structure, of 
procedure, etc. that would accomplish the job of handling the refugees. 
He also asked that we make the functioning of the Refugee Commission 
our first concern in order to get it running a little smoother than it 
was at that time. When we got here, they were getting about 5,000 
refugees from the North every day. You have 5,000 people land on your 
doorstep every day, with no place to put them, and it is a kind of a 
hectic proposition; a rather unique mass movement. 

Every night there were about 1,000 or 2,000 people sleeping in the 
Quoc Hoi (Assembly Building). Every doorway was filled; every vacant 
building was appropriated. It was a critical situation. However, it 
wasntt as difficult for us coming in as consultants, because the refu
gees had just about completed the initial phase of movement from the 
North. The administrative structure that they bad for their organiza
tion was designed to move people. It did this very well. It was not 
designed for rehabilitation. They had thirty-seven different direc
torates or units reporting to the Refugee Commission (Commissioner 
Luong). Each of these was reporting to his office which was already 
swamped with refugees, religious leaders, lay leaders, Vietnamese and 
American officials and others. All that we actually did was to suggest 
an organization which inevitably would have been the organization that 
they would have eventually designed. In any event, we went in about 
the third day after our arrival and started our research. 

What we do is a type of administrative research, similar to that which 
has become rather popular and necessary in the States. It is not a 
detailed analysis lasting a year or two, but it is an attempt to find 
the 11 sore spotsH or major weaknesses in organization and procedures. 
It is a technique that is used quite extensively in both private 
business and government business. Maybe you are familiar with it. If 
not, I shall explain its essentials. First, we prepare a questionnaire 
on relationships, organizational procedures, etc. which will be 
followed in interviewing the person who knows most about these things; 
namely, the person on the job. We try to locate ff administrative pat
terns" that can be corrected by either organization~l, procedural, or 
aruninistrative change. 

As a result of our research in the Refugee Commission we recommended 
an organization with four definite directorates, each reporting to the 
Director of Cabinet4 These recommendations were contained in a report 
issued August 6, 1955, covering the proposed organization of the central 
office for a new phase of the refugee movement, resettlement. 
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If you have ever studied refugee movements, you will know that they go 
in about four different stages. One, initial movement stage; two, a 
group settlement - where a group of refugees are placed in a more per
manent location; three, villages of refugees are integrated into the 
existing community or government; four, individual adjustments are made. 
vle recommended a simplified organizational structure and the project 
method of resettling each resettlement camp. If you have been out of 
town, in any direction, you have seen refugee camps which house anywhere 
from 1,000 to 46,000 people. We were rather fortunate in the timing 
when we started, the government was prepared to accept suggestions and 

. they needed a different type of organization to do a different job. We 
have had probably the ~ost excellent relationships with the Refugee 
CoJmission that we could possibly have, because we sort of Hfell into 
them." With these excellent relationships, we have had a re)utation to 
live up to, which has been difficult and taxing. However, the Refugee 
Co~:rrnission ha::.; been extremely appreciative of our endeavors. USOM has 
been vv just glowingtv in its reports on some of the things that we have 
accomplished. 

After that initial report, they asked: nHow are we going to organize 
the field; how are we going to get these people integrated into a com
munity?" So we were again requested to give advice. On this study, we 
went to every province; we went to 43 refugee camps with detailed ques
tionnaires, collecting some ideas from the refugees, from the province 
chiefs, from the district chiefs, from the regional personnel, and 
others. Briefly, we worked hard and long and finally recommended an 
organizational structure. It looks simple, but producing it was a long, 
hard, drawn-out, educational process. This was part of the implementa
tion phase of our work which included an in-service training school at 
Cuu Chi. T.Ie had meetings almost daily with Refugee Commission officials 
to assist in working out some ideas on how the refugees would be inte
grated into the provinces. We had meetings with some eighteen to twenty 
province chiefs and went over this whole problem with them. , It was a 
long process, but the result, again, was fortunate for us because it 
worked. Vvnen you compare the refugee handling here in Viet Na.In with that 
of Pakistan, thG success here is considered very good. It is interesting 
to note that about 60% of the refugee villages nave been integrated into 
local government administration. 

The refugees have made a good adjustment and, generally speaking, have a 
better life here than they had in the North. There has been competition 
with the Southerners and, usually the refugees have been successful. 
For instance, in fishing villages - they go out further on the ocean, 
stay longer, work harder, get a bigger catch, and make more money. That vs 
all there is to it. The same is true in many other fields. 

The problems of Saigon have been aggravated by the refugees. Its popu
lation problem was caused by the war primarily. ~ith the countryside 
unsafe, Saigon was a haven for the people from the farms, with the re
sult that the population increased from 400,000 to a little more than 
2,000,000. The refugees have added to this problem and accentuated the 
accompanyinf; problems of unemployment, unsettled living and readjustment. 



3 

Whee you add to this situation the fact that the ~overnment was then 
unstable , you can readily appreciate the tremendous chan:;_e that has c.o me 
about in the last two years ,. 

In 19)5, there w'"'re four armies and a police force vThich wore not loyal 
to the central governm2nt . Every one of the cabinet ministers was trying 
in some way to eith2r 0 et on top or make a good money deal . 

The people , themselves, had seldom hoard of President Ngo Dinh Diem. 
Who was he? :iha t did he stand for? That sort of thing. All of these 
tLings havo been important in our work because our advising must be 
tGr.:percd by t.!Je conditions that ve found . It was necessary for us to 
rid Jur :-·_inds of any preconceived ideas cmd forget our experiences ex
cept as they related to the ce.se at hand. By and large;,we worked from 
basic principles of adi,:inistration rather than from any set plan. For 
this reason, the research phase of our work W2..s the most important part 

· o.:E' our job . 

Work ~Jiethod 

Now I Nould like to comment on how we do our work and the method tha.t 
we ~se. It is broken down into three general phases. We try to gatter 
all the facts that we can. This is called, as you know , the research 
phase. Following that we try to analyze the data that we have obtained 
and coi-:ie up vrith solutions to the problems so that we can make recommen
dations for an organization and/or procedures that will improve the ad
ministration. This is known as the analysis and r ';port writing S:'hase . 
The third and most important is the implementation phase . ~Ve work on 
problems at the request of the Vietnamese Govern:nent . The ~~overnment 
had a specific problem when the MSUG contract ·was signed; namely; the 
reor~anization of the ;:_:;overnment . »ve presented a work plan to the ;;:,overn
nent ~1ich provides for a study of each of the departments. Based on 
this vmrk plan we make administrnti ve surveys . In the second ph2,se , we 
actually anal yze and write a report of our findings. The report includes 
definite recornmendations based on our many research interviews and our 
analysis and is published in both .l!;nglish and French . 

-/le have conducted ap~.;roximately 6 ,000 interviews to date. T~-:.ese inter
views have had a two-fold effect. One, the official that you are tal\:ing 
to, by as~:ing him questions , thinks about his ovm problems. Usually his 
ideas &re s ound. If we can ask enough people about the same question, 
we'll find that pattGrns come up in sharp design . For instance, the 
Department of Interior, I think you are familiar with this ty'e of ae 
partrn 3nt since many of the i!;uropean countries have it. Ir, is not lik~ 
our Interior Department; it is the centralized government's regional, 
provincial, district administrative structure. We found in our research 
that almost every interviewee said that the regional administrative or
ganization was all· right under the colonial administration or prob3.bly 
undt:r a united Viet Nam, but it was unnecessary, cumbersome and costly 
under existing conditions. After more detailed study of course, one o~ 
our recomr.nendations was the elimination of the rogional organization as 
an administrative echelon. You can sse how this procedure of research 
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tends to ;_:;e t acceptance of the :recommendations because , f irst, we 
usually follow the ideas t hat have come from these int.2rview0es; they 
a:;:·e already th inki.:-ig in the fro.me of refer n ee of ti:w recou:1endations . 
Se condly , it; has forced them t o be on our si de b,~,cause they say , iiQh , 
t hi s i · ·what we to l d them , n and actually it is . P3 ycholoci cally , they 
Sll)port t. le ideas be cause they are their ovvn ide2s and we have 02rel y 
reported. them . 

The third phase of our wo "!·l: is implementation . Tte t:.;chnique ·which we 
use in this phcse is important . We have an a greement with the Govern 
ment t o wor~: with "'.:.he departm'i:mt for six months aft e r we make our recorn
~endations . After 1 ~urkinG wi th them for six months , we review the 
re commendations to see L~· t h ey we:i:~e valid , and workable . In essence , 
reviewing fo r validity of the sug~estions has the effect of checking to 
see if anything has ~e en done by the Department to ~mpl ement the r e com
mendations . I t is a very effective way to do business! 

Another e ssential ste p in our 1Nork is to keel-, continuous contact 1vith 
ot}-~~r Anerican a;encies -- espe cially the Embassy, ·u-soiVI , USIS and MAAG. 
iie also try to utilize the s;_Jecialists on t he TfiSU staff to a ssure the 
best thinking that we can possibly give to the subject at hand . 

Schedule of ·;fork Completed 

We have already referred to our work with the Refugee Co mm i ssion in ex-
pl a i ning our work methods. You may be interested in our efforts to 
measure our e f fe ctiveness which can be done in general terms by the 
after six months ' r ev iews . -~1e fou nQ. in the Refugee Commission that 
a~=)proximat ely 307~ of our recommendations vrnre followed . Thir") , I am sure , 
is an unusual case fo r the rea sons mentioned above . 

Our naxt study was t he Interior Department . Mr . Bu i van Thinh , now t he 
Ar;1bc.ssa,~or to Japan , was the Sec retary of the Department , and he is still 
a very powerful man.in this country . lie is proba bly one of the best ad
min ist r ators and -He b.c:cd wonderful v'rorking relationships when he was here . 
Now th6 office of the Secretar y has been combined with the office of 
Secreta ry of S tate at the Pre sidency. Mr . Chau is handlinc both of tta~ . 
He is over h is head in work a nd cannot humanly do both of these jobs . 
The result is t hat i mplementation has not progressed as rapidly, nor as 
srnoothl v as i"L:. mi c::ht have . I t must be added that the recommendations 
wer e mo~e - basic t~ the en~ire go vernment than were tho se on t.e Refugee 
ComJ.:iis sion , so you would expect a mu ch longer period of time fo r accep
tance a.nd realization . · For instance , we recommended the creation of 14 
are2s which would r r:; quire combining pro vinc es . under the li'rench , the 
fiv e re gions s eemed administratively re~sonable : North Viet Nam , Annam , 
Cochin-China, Cambodi a a nd Laos . ~hen the country was divided at the 
1 7th parallel , you can· see what happened . To get !Tiail fro:n Sa:Lgon to 
Phan Thi.st, it~ had to go fro:J here ·to Hue to Phan i1biet , which meant 
one , t wo or three vlieel:s instead of one o r two days . It i s one of the 
r eal problems . We recommended that they do av.Jay ivith these regions and. 
it was very i nteresting to see 1vhat t he ir reaction was . Most function
arieB recogniz ed the necessity fo r this before we came . 
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Tl.:; Do.tei;ue of South Viet l'tm i;; c1-rr,ntl: the P1·czidcn 1, or the 
llltional .-. ... su:ibly, Tr m van LU!ll . 'i.'?-:e D<:.:. .... -;i..c of Ccr.tra'.!. V ·et t~ar is 
now .v:;~ac;:;ador to Laos. Tr DPle.·ue o. 1 _ P~-:S i cur:-.; .. '..ly th.; Am
b~ss::tdor to 'l'ai~rn . lnpl_ ;i n .. 1n;; t . o ~1.co1:i:nend11 i n::: ·1-:ir:ted fc..!.rl:· 
o,;ell , .c&.u::.e tr: :::re: 1:Hce r.eaponsi1Jl e JO sition .5 for the. inportallt ,Jel'
:· oronel . The·· ~idn • t. f•Jel 1 hvt. tht·y w ... r·c b .. in~ ue1,1oted ; t.l oy ~1ere .::.c
t·..i<.>.lly c;.ill prcr.ioi;ed. Bu+ ,Joir.~ away with thes<i ~e ·io'1~ .isn 1 t; thc.t 
si -.::ile. I ... >."ill 11li.V to b · detcr:::ined what .\.;nct.1.ons ts~ - provincial 
£OV-::rnricr.tz ·:ill p ClOI~ f.. •• 1 'il...!t. function.;; w'ill be 1'llacf,d <at th& 
n t:'..ir. I 1 v:;l. 'l ,le ~s , o.' course, a con .inui ~ ;;;ti' ir.ist.r:..t.;.·;c prob-
] •Jll'. wld cl1 mu:::t. hie ~.ol vcd over a loni p •r1od o f t 1r.1.:; . .i'hey ar<: st:'.11 
1wr,·:int, at; it . In addition, tl·cra ex:i::it:• an c:.~,.,olntmt~,r, Hy::t~,m ~ri1creby 
t,;,,:i F:-esJ.d.;,nt a]:points the del ,::ue , th .. ~ccretary of Ini;e;rior ap;io il:t s 
~ province er j ef , tl:e provir.c .. chi .. r <ippointz t.1e can':.o:-, r.lut-.f --
11 :; nn _r;•.!ir et. line . :;o rt.co .. ~:mc!"'d a r.:ir::ct a, poin .... ment s.-sr.en:. 

The reco:r.m-·ndatio:is .,.,.,re u.tsc.!d on basic princifll<Js of ac.mi n · r;t,Yatior. , 
.;ucn as th>J bud:_,t:t sys~em h~ii!"; t.ied lnt.o the ~ot;ul revenu!'l and eY.
p,!'l11tures of ::, · countr. . ,fo al:..;o su:, e:;ted tJ,at th ! elin1.n .... tc so!l'la 
of t!'lc sup"!'-s~rucl.ure of "l ti.mal, ?·ei:-i mal, rirovincial, :.i.Gtric7.., 
canton, vill ... _-, <: d haalev aCA:'linistrat.i.on . Eac -,r;,_ L1s i• s '.)lace in 

• .:.:; hi •ra1 chy of ovcrruJent •mci to ..,lj inat: "·· · is "' r.'<, 10 (;'.;Or.1-
!'lisnm<..nt. lnc.Ld-.nt.:i.lly, the s€'cond pa.~ of our W)rk jirof1 ::!..11 1-'ill '1') 

a co;nprchcnsive ~tud · of local ,-overr.m.ont . Origin~lly t.l '-•'C .,~,re t! r•.<1 
region::, · h~ C~n-c rul , South .:md t.h:: Pl IS; t.here we. c !.,.J pr()v incr;i; thougJ· 
<>ome char.[/~S arc- ba.ing tJa<!c now. F;Jr ~'~Lance , th number a~,ri size o 
the provinces in South Viet l . .lI1 have been r,.viscd . They _ave JU~t !;. n 

<!ciucro:i £rom 24 t,o 19 in number , but they ct:'..dr.'t f llow our .u <c:;tlon 
of rcduc:ln.., thf;!n to about 6 or 8 . le 1,nder::;tfmd from our ,Ji~ l'~ sion 
with tlic Vice Pr,:oirlent that th:'..s w:LJJ come as 1,1,,, n•.xt ot,1p, 01 t mn:i. 
take a . cw } e~s, when communic;it.iono ar".l i:riprovPd . 7hero 'llr.; s»;nc 
ether c:han;;cs sue!'- a::: an arrot.e which does ·way w' vii tl':~ re._,· 'n· l 
o!:fic1'3 ·n E:.i.; ar.d ir. Ollar ... nd ccnEvlidat.?s tne'>e _cs.;; ~n or a r \T 
:-e,;irn, l of!'i1;e in Bar.:n -c:mot with inspect!n., rat er th. n ;Upt;rvisory 
po\•:<:; rs. 

A _intrict is a part of a province; . Jsu;1.ll;r t.l.ey have I,. or ; •lj ntrict., 
tc ec.c p1ovince, 11hic: ;;icalls t.he::-e are 'l;) 'roximatel.' 200. . .. cont.on, 
"'·._!'I, 1s JU:;t :i. orcakdo;m of t:1e d:i. rlct --id "t v..,,:i~s -cco:dint to 
t..e j)rov:uco . ·~·nere are "?.!lout 6 , 00C or 7 ,0C.._ v1 llu["es . The :.::.r.:let.-
.nve bc,,!1 import.<'ln t bt:causu th~ v he>.ve b~en a defer.re •;-:ii t. . 1 iey l'.a ve 

i:irotect.:·d r.emselve:s , so to cptiak . 

i'he Int ·ior Departr.1 ... nt :Jt;udv was t •" mo. t di ~.ri-: 1lt one .,,.. ,,ave ··l n 
tr.us far, a::ici 1:. e moat ·cc::i~rehem:ive . It pre.:,anted t".e hlO!.'t. co::i--lex 
i .ct.ors Cild mos~ debat~ble µrfnciples or ·i.dminLs" re.ti.>!". . You c.J...'1 !'.'.!"rue 
hctH sideJ o:' ti.~ fropos:'..o:;ion . i~ '_J ~om_ inte1· stin dl..lCUSsior:s 
\l\•i tl1 tr.to P1"'·-!sidGlll, tl.c f'l' vi .. ,ttS c-i.nd the ..;urr':!nt '1 )cr·ctr:r· .. of Sto.tc 
for Intrn-;ior . 'l'o a lot o'" tr 1:-i~s t.h"'t w. , ;;v,;, r1:ieo:nl' er1dcd I hey will 
sa7, "Y , but! •i ( ln i1rinc ... p•, mais . ) "hJ.t 1 s a c"'>ut tr., wa. it stc• d:· 
r.o-. . i't,e:, a,.r~t:, b\.i.t tt.:;~ .r·o ~:;..:i'l c t!?in in- oo.ds; .6 r 'i.ist:'."rc 
a cecent decree Jlrov:!.des for tt. ;:.:·.;_-.; r of ;:;xcc s r,:::rsonn 1 froo 
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Sai~on to the provinces . But i t i s a s low, difficult preposition to 
reor .::sanj_ ze the total covcrnment . M:any timss , we 1~.et i mp ., ti f:;1t , , but the 
f a c t r emains t hat it is a tremendous job . Up until now , i t ha s been a 
pro bl ern of s e curity . First of all , it, was 3 inh Xu yen , t hen t he Hoa Hao , 
a n d t hen Ca o Da i . Mos t recently it ha s been t he ev er present Vie t Cong . 
I t 1 s d if:icul~ . You coll e c t t he taxes durin~ t he day t i~e , a nd someone 
el s e col l e c ts them b ehind a ,::,un at ni ;_i;ht . As :rou know, :nos t, o.:f' t h e dis
trict chiefs are r;-dl i t ~ry men , and apr1ro x ima tely one hal .:C of the pro 
vi:1c o ch iefs are milita r : ' me n . · They unclE!rstand the ;11iLLt· .ry , bc.~t you 
"'X'"' 1 a i·n •· -:: -v- :;> "---' on +-o + -;..., , ,,.,, ilJ- t· T c {:··or· t~1 ° 'oi·rd 0 n ' .fe ·M"' n v +-·ii--:.' " -'-·•1·!-11' IC ;-..1 .L .- 1 ll '-~ .. i\. ._..~ L; J.. ... v u.u 1\:;.. J..• ....,,._. • u 0 .1. . ~ . ._.. \.J • ·Jy ~ ) L !<A l J v...._ I .t v .;:i J Vl ...L..!. J:o.... 

that chfrnges s ~:.oul d be ma d e more r a p i d ly t o b "' t im6l y , but we f ind with 
exi'Js :r i ence t hat to :nov e sJ.owly a nd sure l y on the talk o f r eorgani zation 
ma y b e the .ises t in th- lon[ run . 

Aft er the Inter i or De partme nt study , we r ev i ewod our metho~ of research . · 
We wer e c;oin g to t ho f ield. f or each -=~ c!1)artEw nt a1 study . Th i s , we agreed , 
wc:.s no "c tl-. e most e l'i' i cLmt UE.:.e o .C time , so we d ::; cided to try combining 
our re s e c:\ rch work by going into 2. s 2l ect ed e. r ea and obt ain i ng data which 
co ul d b e used fo r more than on :: de pa rtr11ent al study . ~;Je s tar t ed what we 
called L ie Hf our d e pa r t n1cn t s tudy . ii ;,le selected tho s e departments vrh ich 
"' L< -:·,., ct t· hp p', '-"O'•l e "1103+- • .:i g.- y·i·' cul +· u -r·p A' ..., r ;-. 1~-i nn R,,,f-o r m. 1.i'a' 11c::. t ..: on '~ nd c... __ ....r... '-' ._. _.._ ...,,. v 1:' i . _ Li . ·-~ ..a.. u - -.._; ) l -:- o.. _,_a_l l. t.... _ _ , , .J..:J \ ........ ..L c.:l .i. 

Civic Ac t i 9n . Thig was at t he height of t he Hoa Hao acti viti e s , so we 
111ere limi t ed in our t rc:.i. ve l area . ~le t ri ed to t ake a random s c.i.;,;•.Jle of 
th? ~ema inder of the co untry and apply it to the total count~y . - Based 
upon t he d~ta collected we made ~hr0e report s . We di d our r esear ch on 
Agr icul tu.re , ~ ;~-rarian Heforrn and .2.:ducation. . Civic Act i on cha.n f,e d its 
organiza tion during t he study so 0e post poned our s tudy of t hat 2gen dy . 
The thre e studies have been compls ted; the reports ha ve be en published . 

TecLnigues of li;:r,Jl ementation 

We found out ths t it just isn 1 t suff ici ent t o say , n · ~11 , i mpl ement , " 
and that's i t . I t has t o be a li~ tle b etter conc eived , a l i t t l e better 
planned and a litt l e be tter executed . What ~~e try t o ( c on this is to 
est :;cb l i sh a worl'.: i n c r e l J.tion ship , usually a commi t t oe v/bich 1 ·1 i11 meet 
r egularly . _ Thi~ cornrn i ~.te e j_s \ised as . s. vehicle fo~ z; r~tt ing together , . 
for exch a n r:; ing ideas , Ior ;;et.ting a c tJ_ on on s ome 0 1 these re com.rn snda cJ. ons . 
On t h e I nt-_r- ior Rc;port , \,"e · .. ad three c o:rtmi t te e s : ono on a dmi nistra t ion , 
on e on , ~r sonnel , and n o on f iscal af (airs . Se cr e tary gene r al s of each 
department , pe rsonnel or f icers of ea ch depar t Een t and a combi na ti on of 
dire ctor s of cabinet were members of t he r 2spe ctiv e co~nitt ees . Thev 
we re hi r~ - )owered , but unwi e ldy . As t h e tes~l t in our most r ecent • 
meotin['· , a. s::1all cornm i t t .a e of a iJ -::iut f oU!' peopl ·e r eplac ed t h e t .h ra e larf e 
Co~~ i· ·t ~ e n s T•1 o comnn i· ~ + e e h 0 s ~ O ·1~ e- S~a 1 1 °~~u 0+ 0 n a' fl ~vi" 'ol~ c~1°u ~h ( 0 L..!.H J L.i '-' • .1.. l ..._, ... ..,. ~' u .!..L v ..) -Li. -..l- VllV c_: .... l c .... -· t..; .. ... Q o,J 4 ~ t.:> - ~I 

be workab l e . 

For t he Departnent of Educ ~tion s t udy , six work co •. 11itte a s were estab
lished , on :; for s a ch subj e ct matter : anti - illiteracy and popular educa
·1· i · c·1"l" se·,,-ti·· ·-o f' ·J."i c-: 0 1 c:: c 1-. ool~ · -1J 1r·im~ ry ~ .,., a; s ·eco· y1d .!'.1 r"w "' c}·1oo l s · ,~ ri ,..<'l·'r1 1" s +-·,, a~ lJ ,,_ } 1 l. ..t.. - _l,Q ~~ 11 _ 0 ' _._ l c._ ::A lJ. . 1. >.A• J 1:J " · - ' ·-1. \...U.14.!.. ... V..i... -

t i ve organiz&tion; the public ation problem; and s chool cons t ... uction . 
Each of t hose hav e been meet i ng re ~ularly . ~e ha ve had approxi matelv 
60 m1;et i~1cs of t he co::·1mitt :; es and two m·2 et ing~. with t l e Se cretary of-
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Sta t e for Educa t ion . They are mak i ng some pro gress ; schools are i n the · 
proc ess of being built . A study mission went to the Philippine s and 
,J apan t o study :fin&.nc ing, and semi-offic i e.1 school s (whi ch is a gr 3.nt -
. • , .(' b • 1 1 • 1 l .~ - • 1 • ' • ) 'I 11 in - a1 a pro Gram ~or u i a ing . scnoo_s -- a 1 1nanc1a propos1~1on . fi 

of t hese thin,; s are moving along . 3e cause of the t e chni qu e s which we 
aY'e uei_ng , ~~SO.tVI is an active mernber . They partic ipats on each of ·~he 
comm i tt ees and Live leadersh i p in thei r special fie l ds . 

I t :-1 ink i t is becaus e o f the t c) c t niques i,r~1 ich we us e t hat vre make the 
progress that we do . . He have de ve loped a rea.l vmrking rel &t:i on.ship 
'11 i th t he se people . :ye ,1a.vo n o mo n ey t o g ive t hem , vrh id. may be a 
bl essint:; in ::..li s &;"Lli s e , b2 ca .. u s e we are not for ced into t l'.e time-c:msuming 
control pr oc edur e s s e;t urJ to deten.ine whe t :'l. er the y are spending it 
·;:yr") ·)e r l y A. 1 1 we l-·e. ve -r- o ~· -iv c:o t horn i·Q, our ad vi·ce· t-~ 0 ·1f .~ P D t- ;::;ke i't or .t .L.\..l_- • .. • ...l... - _, -- · V c~ ..._ - - ~ ...._. _ _,._ ' v.l .' . .._..J .._,...., • .1 v V-... .J 

leave it . It's a love l y position to be in be caus e we don't get into 
the wran gles tha t uSOM does , a nd we don"t get int o the personality 
Cl <=> c) .. , 0 "' ~-"e t ~v to \ ee '' :::: .. r~r·c o.,.. t-h r-> ~ol -i c-: es cer-1-a-: n lv oP ou·•' 01·rri . -'-"· "'-'~ .J.'-·0 • ~v .l.. ,; !-- .;,.- -.... .. •n G.. . ....., .1. v .t.. .......... J.'- ....1..... ~ • ..L.. ' v .J.... .... 1 y .J... • .J.. ) .'"l.1 

:.; over nmo::1t, s ·J t ha t we don 1 -::. , in any vray , underDine what t ;w r e st of 
our governmsnt is doing here . On t he other hand , we h a ve a pretty en 
vi~bl e position be cause w~ can give our best thought s to administrat ive 
organ iza.t.ion without t he ~~ inz.mcial worries wrd c~'"! i s qu i te d i ffe rent 
from the position of soms of our American colleagues . 

You may be interested in a co~pl e of thin J s that we are aoin~ . We 
found out the .. t we did no t kn ovv- enou gh about what t he r eal proble c.1. is in 
the province . What problem does the chie:f of provinc e have a. s the top 
a cirr:·inistrato r of the provinc e ? 'Vfo conceived the idea of going to a 
provi nce , s tay in::; for a month or s o , find i ng out ·what th e~ problem 
rsally is a t the provinci al l evel. 

The provi nce 6f My~Tho w~s s el e cted as the pi.lo t study . We prepared 
questionnaires covering ea.ch of the · c ove r nmental se ::-vices and t ried to 
look 2.t t ie ·0robl ems of adiil:i..n i strat ion f rom the vi ewDo int of t Le nro~· 
vincial offi cials. We f ound some ver y s i gn i f icant a~x1inistrati ve ~ situa
t i ons wh ich hav e be en publish e d in the . rovincia l s tudy o f My-Tho . 

Work wi t h the Na t io2al Institute oj' Admin i stration 

,~- n e re h&s be en consider :otbl e adrninistrati ve r es earch done bv the I'Jat iona l 
In s titut.2 of Administration sta ~f. Ne curr ently a re t ryin~~ to wo r k out 
a pl a n \~:ere~y our r esearch will be in agrate d wi t h theirs. Thi s has 
be en diff i cult be cause we have a pro f8 ssiona l staff of t en or twelve 
full-time Vie tnamese , in addition t o s even profes s ional Americans; 
whereas t he Institut e ha s assi gn e d onlv a. couul e of co lle r:e ur·ofessors 
on a part-time bas is. ,.\.t t he pre sent t ime this unbal ance - ;;2·3 made it 
di f fi cult t o do ~uch integr ation . You should know , however , that we 
a r e trying to wo r k with t he National I nstitut e of Admin istra ..:. i on so that 
eventuall y we can · coord i nate our r e sear ch with t h e ir s . I t is hoped 
t ha.t d. gc i n c, concern of a gov 2rnment2 l research bureau can be l oft i_n
tact when our work here is finished . :i.hether t his can be a ccomplish e d 
is another th in~ , but i n any event , we will try to do i t . 
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S2s c i al As c.i cnment s 

O:r1e o tf1 c 1~ -3. ct i \ Ti t:r v1hich continUaa to t ake a. goocl d.e aJ_ of our time is 
th2t of requests f or spe ci al a dvic e . We re c e i ve these r e quest s from 
our L:;mba ss7 , USOM a nd sev .:::cal of t h e d e Dartment s . For i nstanc e , we have 
be en worki i1:; i;d th th ,:_o Sp e c i a l Proj e cts 1\.drni nis t r at ion . This involve s 
t he develo pment of l and area f or large s c a l e rese t t l ement . ~e h cive be en 
a sked t o su.'_; ,::;c st an orga niza tion wh ich would accomplish t he work ·of t hese 
1·eclama t ion proj e ct s , a s well a s t h e re s ett l s~ent of p_r s ons fro m t he 
over- crowded Sa igon a r ea . 

Another illus t ration of t he r equest s for s pecial a dvice i s t hat we were 
as~od to s uzge st a type of organi zation t o carry out Arre t e 57A on 
Ae r ari an Re f orm. 

~i e c .:mtly , US OI,: 1 s Hea l t h Di vi s j_on asked us t o ma ke a study o f the village 
~>truc ture t o ob t a i n i n f orma t ion on t h e att i t ucie o f tho villar:;e pe opl e 
t owa r d western medicine , i n a.ddi ti on to t h 8. t on a dmini s t rat i ve prac t ices . 
,, , . + ' - ...._ . . - 11 d _;_ n is was ,_, o oe in ve rwo ven i n-co our v i _a ge stu y . 

I oi..,-, ca n rea dily see tha t t li es e s 0e ci a l r Gquest s aTe time c·J nsumirn:· and 
h c:ve 3- r;1c.tr ks d cfi'c c t on our m-m ~lOrk progr ams. I n tl-~e s c 8.r e·a.s v.;e ~ -t e 
l i e ve t hat ev s , .. :tua ll v we can wo r k e ff e cti ·ve1 v throu :~h t h e Hat icna l In
s titut s o f Ad,:Linistra t ion wh en t hat orga.n i zation is ~. pr e pared to meet , 

..+- 1 ·1 d · . , • , • 1 1 rn~ ~ n SGUOY an a a vise on pro gr am ana o r gan1zaL1on pro o am s . 1n1 s , o r course , 
s ho ul d ba t he f un c tion of t he government al re s e arch bureau . 

F~ture Studies and Re lated Probl ems 

VJe La ve t,v;o majo r stucH es underway a t the :ores ent i:;ime 1,-Jh i ch cut a cross 
;- ; · p S "V~-,-,., ':)l d enar' tffiPfl ''- s o ·~ 0·ove-r-r•n ° n +- on:o. ~ C' 1- 'ne eot·ud•r (l ,-.l t-.h0 H'onct-i"on l.J _ ..._ .__, I:;:; ~ ....,, _ CL-1.... .r_,. _ ~ v ..!. (:"! -· - l. ~ l V v • ._.. ..LU V U - .r . • ..,., .._,,, ._. ..J 

Publiqu e w~1i ch. is t he c ivil servic e commi s sion of t he governrne ::-i t . The 
other i s t h e Department of Finan ce ~1i ch i s re spons i bl e f or t he fiscal 
proc edures and account ing of t h e government . The se t \ro s tudi es will be 
more t ime - consuming t han the r egula r depa r t ment a l .studies be cG.-....1se t he 
cha nge s wL '.. l be mor e f und.a.ment a l t o t h e entire g:ove r nrJGn t i n t !.ie a rea s 
of per sonnel and fi s ca l wma gement . 

I n t h e fu t ure we f oresee some mar ked chan3...;s wh i ct s h oul d_ oc cur in our 
a ctiv ities because t h e gove r nment , i tsel f , ha s chan g e d i n t h e cour s e of 
time s inc e ori gi n a l stud ies . For i n s t a n c c, , i;re have one wh o l 2 a rea to 
whic h we have c. i ven onl v curs orv attent ion; name l v tl~ e i·':o r k rola tion--
ships with the ~National " A ss embl; . · 

A;10 thc r a rea o f our wo r k i s t h e u s e o f con .sul tan t s . We have had only 
on s consul tant , Dr . Fe sle r , h e 9.d of t he Yal e F oli t i ca l Scien ce Dcp2 .. rt
mcn t , who wa s he r e for a t hree-month :pe ri od . Hi s effe c t iv e:ies s i n 
work ing with t h e Vi e t n ame s e a nd i n stimula t ing our own staff has pointed 
u p the n e e d f or mo re of this t ype of a ssi s t anc e . I t s hould a ugment our 
staff on specif ic s yeciali t i e s . 



I n a ddit ion to thi s general pr o b l em , v·~e are con t inual l y fac e d wj_ tr; U 1e 
probl or:i of effi cient util i zation of our o-v-n1 Vi etnamese co lleag"LH::: s·. I n 
our t yp e of vmrk whe r e we have diffe:cent phases , 1.\re f ind our vmr k t o hav e 
pea:: s and valleys . I t t urns into an a d:::: inistrat ive p robl e m of our own to 
ge t f"J.1 1 Et ili z at:i on of our staff 1 s t ime . I t should be said , hovrev e r , 
t hat we Houl e: not be abl e to opera tr;; vii thout ou:r Vi e tnamese coll ea.:;ues . 
'I'l-1'- v ::ire ;'.:\ '(1 ·1 ·nt 0 n-r ·-·1 pa·rt of our 1'"'rof'esci·o·1al ct;::if'I,., It i"c +-h~ou ::; i : ~ --hG-Lr C . .1 ......... "-' .... . ~J. -L - '- C ; a L..,;_ ....._ ~":J .I. -;.;> ....... • • \...,- ....,_ ... ..1.. .. ~')-- - - - -

unti r i n g e fforts that we hav e been a b l e to do t he work that ·ro have been 
doing i n Vietnam. 
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