
J~(?~ 
r-1 

(?~~ 

~ 

SPECIAL REPORT TO THE PRESIDENT 

~ichigan State University Group 

October 13, 1956 



Although the following r:ecommendations assume the need fo r centralized 
~duinistrative organiz~tion at this time , we stronGlY ur·~e acceptance 
of the principle of dclepation of authcritv to act . If the centralized 
structure is to be worL:ible and efficient, officials throu.;hout ·the or-
7~nization _m 1st be empowered and enccuraged to mike decisions and take 
responsible adr.,inistrative acti n on a v-ride v:.:~ri ety of governmental 
c:lffairs '.d thin the fra:,iework of [Z:eneral DOlicy decided at hig', levels . 

1 . The Presidency should be ·organized to include a 
the President, two advisory national councils , and 
:.it the Presidency . 

nersonal staff to 
Secretarv of State. 

2 . The two Gounci ls, one for internal security and the other for 
e conomic development should meet regularly, each should be composed of 
a relatively small nurJber of hi:;h ranking officials wit responsibili
ties in tha specific subject area , and be presided -0ver by the President 
of the Republic . Thay would he 2.dvisory to the President and facili te.te 
program planning and coordination in each area . 

J • . The Secretary of Stat.e at the Pr~sidency should be as~::Lsted by ari 
Gndersecretary , a Secretarl Gener:::il, and ;1.ssi 5 t.J.1' t Secretaries of Stu. te 

. for (1) Internal St::curity to include the Police , Civil Gt:ard and .Jureau 
of Investigation) , ( 2) the Provine s , and (3) ~xecutive ~ervices (to 
include plan , budget, and civil service) . 

In order to provide for a more adequate organization for economic dev
elopoent during the present emer~~ncy p2riod , further steps might be 
needed . tie re commend : 

1 . Ths. t an office of Coordinator for :::i:cono .1ic Affairs be ere a ted ·f!i th
in the Office of the Presidency to :::i.ssist the Pr,:;sident . 

2 . That the Cocrdina tor have r Gsponsibili ties to assist the President 
in (1) establishing .olicv and pro~rams for ~eneral economic develop
ment, (2 issuing directives in line with these policies and pro~r~n.s, 
( 3) reviewing -agency activities rel -:i ted to economic development . 

J . That the functions of t he Directorate General of Pldn be absorb d 
vd thin the O!~fi ce of tho Coordin::--t tor ana--thc.1.t -the -}~ati0i1a l Ins ti tutc of 
St3.tistics be c1ttctched to the CoordinatorY s Office jt --.-~ - ·-·----- -----



"G~emorandum I 

Part A •••• Recommendations on the Presidency 

Part B •••.•...•••••• General Re commendations 

The following r econmenda tions are based on the assumption that a high 
degree of administrative centralization is necessary in Vietnam in the 
immediate future. Exp erience during similar national emercency periods 
in other countries would tend to support this assumption . 

The system ·which is recommended -- vrith a broadly defined and powerful 
Presidency -- would provide this relatively centralized administration. 
The recomr.'.lended Councils would facilitate Presidential leadership , con
trol , and coordination of the wor k of Departments and Gene ral Director
ates involved in internal security and ~conomic developcent . 

Through the Secretary of State at the Presidency and the Assistant Se
cretaries , the fresident would be able to oversee provincial adminis
tration , the operation of governmental services in the areas outs.ide 
of the ci ty, _ key security services, and staff services , such as budget, 
plan, and personnel. On the other haEd , by providing for a strong 
Secretary of State , an Undersecretary and a series of 11ssistant Secre
taries , sufficient decentralization within the Presidency could be 
attained to keep things running smoothly and efficiently . 

The ~dministrative dan~e r in such a system is that the centralization 
p~ovided for in the organizational structure will not be accompanied 
by a reasonable dele~ation of authority to act . 

Unless delegation is a general principle of operation within the ~res
idency , the Government will become delayed and even paralyzed on ir:1-
portant as well as on merely routine operaticins . Zach of the direc
tors-general and each service department chief must be empowered to act 
and to ffiake important decis i on s in line with general policy guidance 
laid down by the President and those immediately under him . 

Advisory Councils, on th~ other hand , would not be action bodies, but 
coordinating , discussing and advisory bodies which would tend to crys
tallize the issues in thei r a reas a nd in this way ass i st the President. 

Part A. Recommendations on the Presidency 

1 . The Presidency should be reorganized to include , directly under 
the President , the Secretary of State at the Fresidency and .::i. 'pc:;rsonal 
staff to the President inGluding military aides , personal secretariat, 
charg~s .de missions, charges d 1 etudes , and a press secretary . · 

The Secretary of State at the Presidency should be assisted by an Under
secretary , who would be his main assistant and act for him in his 
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absence , and three Assistant Secretaries -- for In t ernal Security , for 
the Provinces and for Executive Services -- plus a Secretary General . 

a . The Assistant Se cre t ary for Internal Security should have 
under him the DirectorateE'. General for the Civil Guard , 
the V. B. I ., and the "Police . The ;-1.ssistant Secrete..ry should 
be responsible for tteir smooth functioning, coordinated 
action and efficient adff,inistra ti on . (See 1'~3UG Police He
or fanization Plan) 

b . The Assistant Secretary for the Provinces would be the chan
nel through which Frovince Chiefs keep in regular contact 
with the National Government . Periodic reports should be 
handled throu;:::h this office and instructions from the Govern
ment would flow frorr: tl1e office of the Assistant SecrctJ.ry to 
the Province Chiefs . 

TI1e indi vidµal Frovince Chiefs ffiould have the role of coor
dinating national govern~ent services , serVinc as represen
tatives of the Government in the province , inspactinf and 
reportin;:; . on governn:;.:mtal services and acting in other w:J.ys 
a s the administrative representative of the National Govern
ment . (See Report on the Interior Department . by LSUG ) These 
functions should evolve over the next few years . 

The office of the 1ssistant Secretary- should have a reogra
phic breakdown , vrith one bureau designatsd as the 3ureau for 
n·s aff irs , to guarantee sufficient attention to the prob
l ems of the mountainous areas and people . 

c . The Assistant Secretc.rv for Executive Services should have 
responsibility for operutions of the General Jirections of 
Budget , Flan (to include the AEA) , and Civil Service . Each 
of these Gene r al Directions should be revised so as to incor
porate modern t echnic~ues , procedures and objectives . The 
General ilirectorate for Flan should be strengthened and its 
scope expanded to play an increased role in national. develop
ment . 

d . The Secretary General should .be r_sponsible for the 11 house
keepinG" services of the Presidency . (See kSUG Fresidencf 
Report , 170rganisation Proposee 1i) 

2 . The President should be the Chairman of two c;,dvisor: councils 
the Internal ecuri t y ouncL , and the Development Council . 

These councils should meet at least twice each month and be presided 
over by the Presi~ont . Each should discuss matters relating to its 
interest , and after reaching a con qensus , offer advisory resolutions 
to the President . Each council shoula serve as a ~oordinating body for 
activities 1·.rithin its respective area . 
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Each should iave a permanent .e;xecuti ve Cfficer who vrould be assisted 
by a snall staff . The Executive Officer slloul<l be considered a Lel'.:'"1-

ber of th e personal staff of the President . 

The councils s1ould not be action bodies . They shoulu serve only as 
c:~ formal and re;ularized communiciticns channel while planninc and 
operating functions continue as before through regula r pepartments 
and the expanded planning agency . -

Re~ular membership on each of the Councils should be limitad to about 
ten persons to faci l itu_te active discussion . Non-porr.1an2nt r:-!embers 
could be invited at the discretion of the Fresicien t :::ts the subject 
under discussion may require . However , th~ total participating ~em
bership at any meeting should not exteed 15 persons or the meetinzs 
\'JOuld become unwi eldy . Non-permanent r.1embers should be given the right 
to vot e on advisory resolutions at the discretion cf the Fresident. 

a . The Internal Securi tv 'Council . Lembers should include the 
Secretary of State at the Presidency, the Secretary of State 
for Defense , the Assistant Secretary for lnternal Security, 
the armed services Chief of Staff , and the Dir12ctors General 
of the V. B. I ., Civil Guard , and Police . The Assistant Sec
retary for Ex2cuti v2 Services and the Council Zxecutive Offi
cer should assist the Presid~nt in the bi-weekly meetincs . 

b . 'I'he Development Council. Pr2sided over by t he;.. Fre siden t , the 
Council would be composed of the Secretary of State at the 
Presidency , the Secretaries of State for Fublic torks , Azri
cul ture , Finan co , Na tione_l 2conorny (revised as '1 Commerce and 
Industryn -- see ~SUG Preliminary Report on Departfuent of 
Ha ti onal Econor;1v) , and Reconstruction , the Assi st,:::.nt Secre
tary for ~xecutive 3ervices , ~nd the Directors General of 
Plan , Budge t , and others directly interested in national econ
omic development . 

its in th2 case of th2 Internal Security Council , the Executive 
Office r of th~ Development Council should assist the President 
in the bi-weekly meetin3s . 

c . Disc ussions in each council should be based on the work of a 
sub - council composed of representatives of th2 meLlber agencies . 
~ork procedure should consist of deliberation on policy papers 
prepared by 11:ember agencies on proble,,i,S of general concern . 

d . The Executive Cfficer for eac:1 Council should be a high-rank
ing civj_l servan~ . Ee should prep.:n·e th e d_::;cnda under the 
general .;uidstncc of the fresident , follovJ up on decisions made 
by the Fresident related to matte r:::_; before the Council , and 
assist the President in routine ' coordination . 
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I n the case of the DavGlopmcnt Council , he wo~ld tnve a 
some~hat larger staff and take on somewhat broader res
ponsibili tie~ at the direction cf the President and in 
his nane . The Directorate Gcmera l of Flcn would also 
play a very important part in ~ener~l administrati ve 
as-si st3.nce to the Devc lopr:8n t Council . 

3 . Other agencies now within the Prc:;sidency , sech a.s the:) Comri'ission 
for Civic Action and the National Institute of Adffiinistration , shoLld 
be kept within the PrBsidency for t e imrnodiate futu r e . Policy gctid -
3nce for each of these semi-autonomous agencies should come from the 
President , with administr:.ltivc SUl:'}JOrt p rovide d by the Sccr~t2.ry-~Gen
eral . 

Part B. General Recomcendations 

1 . Reorganization of Depa rtments throughol-:t the GovGrnment should be 
accomplished so as to group like functions together . Specific examples 
of c ll.'1,'GS that could be made in this re spect follow: · 

a . The Departm:mt of National Jconomy should oe relieved of 
l egal respon s i ilit ; for ovsral l economic planning and devel
opment . The departmc~n t would then be fr:::e to concentrato 
upon pror..otioh of th c:: commerc ial and industria l sq;r;,cmts of 
the economy just a:s the Dep0.rtim.nt of 11.0riculture i s r::.:spon
.si ble for government action in t he agricul tura1 Qector . Ac~ 
cordingly , the Departrr;snt of i·:a tional Econor,:y would bocoL:.:: the 
Department of Corinnerce and Industry . 

b . The Agrarian R·form Department should be eliminated and rc~ 
ponsi bi l i ty for .ti.grarie.n 11.cf arm shou l d . be assi gned t0 :.1. Gen
e r al Direction within the DepartL1ent of Agriculture . The De-
partmon t of ApTicul t ure should in turn be reorganized essen
tia lly along the lines in tho ESUG Report on Departoont of 
Agricultu r e . 

c . The present Departr..ent 6f Interior shoGld be eliminated , since 
its majo;r functions will be absorbed into the recor~.1.mended 
Presidency org~ni z ti cn . 

2 . The role of the Province Chief should be redefined as ·di sct~sscd 
.J.bove c_nd as outlined in the LSU ·'.i I·1terior rtepo r t for the Area Chief . 

The prGf.ient gradu1. l transition toward larger provinces should be con
tinued . Generally speaking , responsibilit for initi3tinf 0 nd opor~
ting progrctms in the provinces should. r es t with Service D~p2rtments 
~~j thoir provincial Chiefs of Servic e . 

3 . Revision of the budget systerr: , development of plannin:~ n~sponsi
biliti · s , and r evision of the civil service system should be started . 
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4. A positi ve a~proach to problems should be stressed throughout 
the Government . 1ith strong lc;adership , the Cabinet meotings and the 
recommended Council meetings could be the vehicle for attaining this . 
For example , the ·proeram of the Dcp.:...rtment of Inforr.1ntion should shift 
from emphasi s on socuri ty matt2rs to explanation of government:il pro
c:rarn.s . 

5. Possibilities for maximizing village ·and local o.rea self-help or 
local development projects should be examined . Lxperience of other 
Asian countries in community devclopraont (for ex:'.lrnple India aEd the 
Fhili£pines) should be studied . The current UNESCO pilot project, 
whi ch is accredited to the Depart1~1ent of ii:duc '.ti on , should be watched 
closely by other interested departments and agencies , espec ially Civic 
Action . With proper stiffiulation at nation2l 2nd provinci~l level s , 
the concept of l oco..l s2lf- help could become an ir.exh?..ustiblG n: .. tional 
resource . 
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1v1Gmorandum II 

Orr;anizing Within the Government for Over:..11 Economic Direction 

In or der to o.ssist the Government of Vietnag to prep::.re .::.nd execute 
its progr~ms of economic development , we of fer the following propos 'lls 
for est~blishing the re ;uisite organiz3tion . 

\/lie recommend: 

l . Th'lt cm org 9,niz :1 tion for 8conomic direction be est:-.cblished within 
the Presidency . For conveni en ce this org~nization will herein~fter be 
r efe rred to qs the Office of the Coordin~tor for EconoEic Aff~irs . 

2 . That the N·~tionnl Institute of Statistics of the form r Department 
of N:itional Economy , the Direc tora te-Genera lOf Planning in the Offico 
of the Presidency , and the overall planning functions of other agencies 
be transferred to the Office of the Coordinator for Economic Affiirs . 

3 . That the Office of the Coordinator be entrusted vJi th responsibil
ity and authority to advise the FresideRt in tho following matters : 

3 . • Establ i shment of a uni f ied policy for th0 development of al l 
aspects of Vietnum 1 s 2conomic l ife . 

b . ~st blishrnent of economic progr2ms th~t will insure opti5um 
use of the nation's ~gricultural and other n~tural resources , 
ind ustri :.1 o.nd cor:nnercia l pL .nt '.lnd e quipment, man-power re
sources , financial rese rves, and foreign ~ id . 

c . Definition of tho spheres of o_Qeration of go vernment 1.gencics 
concerned with production , procurement , distribution (includ
ing transportation ~ and use of food , r ~w materi a ls , supplies , 
man-power , equipment, c.nd f reign aid . · 

d . Issuance of such directives to Government a~~ncies as· may be 
necess::i.ry i n order to }::l:.ide their operJ.tions within the fr.J.me 
work of the aprroved plans or programs . 

e . Re viewing thes ~ activiti~s of co vernment agen ci es by inspect
i ons, by study of r:.::quircd reports , or both . 

4 . 'I'ha t its mode of opera ti on be a s follows : 

a . In close cooper~tion with representatives of the Departments 
~n d icencies concerned , the Office of the Coordinator for ~con
o~ic Affairs will develop the policies and pro~rams needed in 
'1 c iven situ::i.tion , as determined by its own staff t aking note 
of suggestions from other agencies of gove:rnr:1snt or from the 
private s2ctor of thG economy . 
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b . The O:t.'fice of the Coordi na.to r will .E[Opose to the President 
the final ste..temcnt of policy in the form of 1 specific pro
r,ram . 'l'he Ha tional Pl J.n will be promulg.:i. ted by n Presiden
tial decre e , which will bs bi nding upon all a e;encies of the 
Gove rnment . 

c . Af t er issuanc e of the decreci , the Office of the Coordinator 
fo r Economic Affairs will review operat ions of the a en cies 
concerned and re ~o rt to the Pres ident . 

JLT S TIF'ICA TION : 

To rnGct the present situ~t ion of economic scarcity and dislocation , 
the Government of Vietnam ho.s cormd tted i tsolf to a. policy of interven
tion in the production , transport.J.tion , pricing , alloc~tion, 2nd sale 
of comr:toditios ; p:i.rticul.J.rly those involved in foreign trade . 

Granted an urgent n 3ed for this intervention, it is the purpose of ttis 
report to recomrr_end , in outline , an ::i.dministrative mech·:nism which 
coul~ effec tively plan for the overQll na tional econ my , ~ llocate r cs 
ponsibili ty to _government a c:encies fo r execution of s re cific S8'.7 ffi <.::2:ts 

of the r:: l 1.r1 ; and revi ew the '--executio_n of these res pons i bili ties ' in or
ci ~ r to measure the success or failure of the policies , programs ~nd 
op~rations instituted . 

Ht present , the est:J.bli shmcmt and execution of a unifi ,:;d program are 
h&Dpered by the division among the interested departments of the Gov
crnnent of responsibility and authority for fcrr:m.lation of over;.11 pol
icies , plans and pro grams , and for their irapleo2n t~tion . 

We r ecor:-i.mend that this planning , coordinc1tion , &nd evaluation role 
should not be assi ;;ned to ar:y of the operatin5'. agencies which n,o.inte;.in 
a program of direct service to the people . Experience in other coun
tries has shown th9t the planning authority must review and adjust ri
v2l claims for s c3rce resourc es fro~ al l of them. Its eff0ctivencss ~s 
an :J. rbi ter would be hopGless l y coDpror:ii sed fros the outset if it p2ssed 
upon its own requests . 

We' do no"t propose creation of d 11 supGr- mini stryn 2mbr.::::.cing s.11 dcpart-
2cnts whose operation~ substantially affect nation~l economic policy . 
~·Ji thout the D0n3.rtment of La tional D2fense its cover3. ::c would be in-

J. ·-

cooplete , and the inher0nt bulkiness of the new administra tive struc-
ture ":'ould c.:ntai l a need l essly heavy pric e fo r coordin;::.tion . 

Furthermore , 1.-m see little v2.lue in creating still : _nother in terrainis
t~ri~l council to und ert3ke tho planning function. Such a council 
tends to l ack the necessary drive ~nd unity of purpos8 . In acdition , 
its recommendations a re more likely to reflect the r el ative stu.nding 
of the departments ~nd the personal prestige of agency heads ratter 
than the intrin~ic merit of the ir cl aims . 
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Instead we ro ose consolidation func tion in a staff 
agency to be assigned to the ice o ency . t should assume 
all responsibility for governmental planning concerning the economy as 
awhole , r e cognizing intra -departmental planning of national programs 
in commerce and industry , education ~ healtp, agriculture , l abor , public 
vmrks , etc . • • This consolidation shoul d embrace the Directora te-G.:;ner
al of Planning now in the Presidency , the Nati onal Institute o? Statis
tics of the form er Department of Na tional . Economy , plus any other gov
ernment a l bureaus or sections which now parti cipate in some phase of 
overall economic planning. Personnel and records of the consolidated 
offic e s should be transferred to the new agency as needed . 

At an early stage in its work the pl anning organism mus t a ssociate the 
interested ope r a ting agencies with itself in de veloping the general 
program . The nthinkers 11 should invite the 11 doersl1 to prepare e2timates 
of the i r probable needs and expected achievements . We as sume that the 
agen cy heads , wishing to state the case most pe rsu sivel y for the ir de
partments , will a ssign c·ompe t on t t e chnica l personnel to · the t ask of 
preparing the G.gen cyYs prospectus . The budge t a r y process offers ano
th er incentive for drafti ng and submitting we l l - reason Gd 1:rorking papers . 
The opera ting agency coul d use the same inforwation in justifying i ts 
r equests for the new fisc a l yea r . Furthermore , a budget which employs 
the s a~e set of estimates as a na tiona l economic plan will qui te likely 
progress from the stage of wishful thinking to substantial r eali za tion . 

We believe tha"t adoption of these proposals would provide the Govsrn
ment of Vietnam with a n effective instrument for preparing and revim1r
ing its program s of economic development . These recommendG. tions stand 
on the ir own merits , but it is s ugges t ed that their probable impa ct can 
be measured best within the context provi ded by our current reports 
ccncerning the Of fice of the ~residency and the Department of Na tional 
Ec 6nomy . We pre sent the se recommenda tions for an Office of the Econ
oBic Coordinator i n the hope that th y will assi st the Government con
sidera bly in di scha rging its heavy r esponsibili ties for the public wel
fare . 

• 
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