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NATION BUILDING IN VIET-NAM 

In this part we discuss the results and the reactions the 

various reorganizations have had. 1 The first section deals with 

American bureaucratic relationships and is divided into two areas: 

military relations and civilian/internal relations. The lack of 

coordination and cooperation between the military and civilian 

branches has resulted in problems for American operations in 

Viet-Nam. Part of the rationale for CORDS was to eliminate this 

conflict. Within USAID itself there has been centralization, de-

centralization and re-centralization, and accompanying each change 

there has been an expansion in the number of personnel. We touch 

upon civilian problems of management, staffing and supplying. 

The second section concerns American/Vietnamese relations. 

No matter how efficiently the American side is organized, ultimate 

success or failure in Viet-Nam lies with the Vietnamese. In this 
- . 

section we give, first, a brief summary of the major characteris-

tics of the Vietnamese bureaucracy concentrating on operating modes 

· different from that of the Americans. Secondly, we examine the 

efforts made by USAID personnel to grapple with the Vietnamese pro-

cedures. USAID personnel were faced with a choice of (1) suggesting 

changes or modifications to improve Vietnamese bureaucratic opera-

tions, or (2) accepting those procedures as _ given which could not 

be changed 
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Within each division we evaluate the reorganizations and their 

problems, and make recommendations which could serve as guidelines 

for modifying USAID's operations in Viet-Nam. We conclude each 

section by summarizing our observations and recommendations. We 

feel that if changes were made based on the composite recommenda

tions, USAID, and indeed the entire American effort in Viet-Nam, 

could be improved. 
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American Bureaucratic Relationships 

General Remarks 

Once AID/Viet-Nam decentralized £rom Sai'gon, programs slowly 

began moving in the provinces. The American (provincial repre

sentative) in the field was successful. One prov rep remarked 

that alone he was able to handle all the operations that needed to 

be . taken care of in his province.· Saigon sent him a secretary -

which he subsequently used as an assistant, he felt that even then 

he was overstaffed. The prov reps had a_ great deal of autonomy, they 

could use the funds, plan programs and so on without direction £rom 

Saigon. Comments during this period ran: 

"The best part of the job in the province is that you can 
exercise initiative and establish your own working relation
ships and methods without being dictated to. 11 2 

Within a few years the province mentioned above had close to one 

hundred American civilians working in the u. s. government project 

of nation building £or the ~ietnamese. When the prov rep; who was 

being debriefed, was notified of the change in the number of Ameri

cans in his old province he was shocked. 

The confusion that followed the increased American civilian in-

volvement had to . be solved. The various agencies had to be brought 

under on~ roof with an all encompassing organization at all levels 

from the province to the central government. In late 1966 the Office 

of Civil Operations (OCO) was set up to remedy the problem. As 
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part of this reorganization each of the individual agencies had to 

yield some of their autonomy .to the head of OCO at their respective 

levels . In the provinces the prov · rep was designated to lead the 

American mission; he was in charge of all American civilian personnel. 

The people in the field felt that OCO would destroy their inde

pendence (from Saigon) to make decisions. 3 However, after an initial 

period of muddling, complaining and adjusting, the new organization 

seemed to be working well. The first reports that Washington received 

were unfavorable though. OCO had not been working well, they thought, 

and the military was still not coordinated with the civilians--

another reorganization would be necessary. In the spring of 1967 

the orders came down: reorganize from OCO to CORDS (Civil Operations 

and Revolutionary Development Support) . 4 

The . general reaction to the new system was mixed, bu~. there were 

a few salient themes running throughout most of the debriefings. 

There was a fe.eling that CORDS was a "crash" program, tha~ there 

had been no careful plannin~. 5 CORDS went from concept to implemen- ' 

tation without any programming, which is usually required for a 

major reorganizational effort. The basic concept of CORDS was 

sound--a unified command and a single head, however problems arose 

when military and civilian personnel, programs and procedures were 

forced together. As one man put it: "it is like mixing oil and 

water."6 The military and the civilian establishments could not be 

fused easily . or efficiently. 
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Another difficulty encountered was that the parent agencies 

,,.-.-. were not willing to give full support to their own elements in 

CORDS . They were either clinging to their independence or just 

simply did not have the funds for support. As a result most of 

the funding and material for CORDS came from USAID. As it turned 

out, in addition to the civilian agencies, USAID was supplying the 

Military Assistance Command/Viet-Nam (MACV) in the provinces. Pre-

viously MACV was dependent on the Army of Viet-Nam (ARVN) for 

support and material, but this was rarely enough. MACV began to 

· requisition civilian material and personnel 

Among the civilians themselves there had always been problems. 

One of these areas of conflict had been with the technical advisors. 

In the past the technical personnel were either misused or ignored. 

,..-..... · OCO and CORDS were designed to solve this problem. What resulted 

was overstaffing. 

The regional offices were notoriously impotent up until the 

. OCO reorganization, and even up until the CORDS reorganization. It , 

was hoped that by strengthening the regional off ices the men in the 

field would not come to Saigon, but rather to their own offices at 

the regional level. 

Paper work had also caused headaches, and the CORDS setup com

pounded the situation. It would not have been so bad if the paper 

work had increased communication, but the result was further in-

efficiency and delay. This was not remedied by .-the Sa~gon off ice 
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either. They began to gather the decision-making and policy-forming 

powers back to the capital. · The man in the field was left powerless. 

4 
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The Military-Civilian Conflict 

One of the major drawbacks with CORDS has been the conflict 

between the American military and the American civilians. Before 

1963 the military had only a small Military Advisory Assistance 

( } . . 7 Group MAAG in Viet-Nam. Usually there were two American advisors 

in each province. ARVN was able to support and supply MAAG with 

little difficulty. When more military advisors arrived, the load 

was too large for ARVN to handle, and as a result the military ad

. visors were undersupplied. During this time there was only a small 

USAID mission in Saigon, and cooperation between the military and 

the civilian branches was not a problem, because their official 

contacts were almost non-existent. When the prov reps first went 

into the provinces they relied on the army for advice regarding 

security and military matters. In fact some of the early prov reps 

were military men on loan. The military, with a long record of 

civic action and jealous of its programs, was reluctant to see the 

civilians come in and take o.ver its projects. In some cases the 

military and civilians would carry out similar civic action programs 

in the same hamlet. This competition resulted in not only distrust, 

waste and duplication, but also the Vietnamese peasants and officials 

left with nothing to do. 

In the days when there were few Americans in the provinces, a 

province council, made of the prov rep, the MACV sector advisor, and 

the province chief, would resolve many of these conflicts. Yet there 
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was still trouble between the military and the civilians. The prov 

reps were younger, and in some cases of lower rank than the military 

sector advisors. The province chief and the military advisor could 

out-vote and ride roughshod over the USAID prov rep if they chose to. 8 

Even with the OCO organization behind the prov rep, the military 

would not yield. In a few instances prov reps, who were former 

military men, would be treated by the Vietnamese and the American 

military according to their former rank in the service. 9 

This is not to say that the military and the civilians did not 

. get along . In some cases they were able to coordinate their activi

ties and operate effectively. However, in most of these the civilian 

and military elements . got along best when each did his own job, and 

did not meddle where he was not wanted or needed. Only if there was 

overlapping or a major operation on would they get together. 10 

The CORDS organization was supposed to put an end to such con-

• flict. The ma~ in the top position would call the shots, and he 

alone would deal with the province chief. In a few of the provinces ' 

the civilians left when they discovered that the military sector 

advisor had been named the province senior advisor (PSA) . The 

civilians were convinced that their programs would be abandoned or 

they just simply did not get along with the military man. 11 

At this point it might be useful to review a few of the points 

made in regard to who should be the PSA, and when. By and large, the 

, military felt that the military should run the provinces, and the 
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civilians felt that the civilians should. The military simply 

r stated that "there is a war going on and the military has to run 

the war."12 Since CORDS has only one head, the PSA should be a 

r-" " 

• 

military man, because he would know what was happening militarily. . . . 

In addition, the province chief was usually a military man, and he 

would not respect a civilian the way he would a military man. 13 

Though never stated, the military knew that CORDS had access to 

su~port operation funds, · which had previously been denied MACV. 

Since MACV was not being equipped well enough through ARVN channels, 

· a military man as PSA would be more inclined to direct funds toward 

MACV. 14 However, the military did concede that at a future time the 

military sector would have to be phased out. At the end of a paper 

about how to be a military advisor, it stated that "at some point 

in the development phase, it will be possible to turn the job over 

to the civil advisor. Until that day arrives, however, every US 

military advisor who goes to Vietnam must be prepared to enter 

into any or all of the (civic action) activities outlined above 

. and must display and request· expertise expected of a technical con- , 

sultant." (Authors' underscore) 15 

For their part the civilians felt that their projects would be 

curtailed, if not totally discontinued. The military would limit 

the flexibility of the AID program. 16 The civilian priorities were 

clearly ~ot congruent with those of the military. The Vietnamese, 

on the whole, contrary to what the military contended above, wanted 

CORDS to be headed by the USAID representative. - Some felt it was 
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the nature of the Vietnamese, even those in the military, not to be 

tf 1 f h · 1 · 17 trus u o t e mi itary~ 'Most of the Ariterican military officers 

were not really sensitive to the problems of rural development. In 

spite of the fact that there were a few MACV advisors who had train-

i~g at Fort Bragg and had some appreciation of the civic action and 

advisory effort, even those were largely concerned with the military 

functioning alone. The military man had a war to fight, and he 

should devote full time to the fighting. 18 By the very nature of 

his status the civilian was in a better position to handle community 

development and pacification programs than the military man. 

One of the major areas of conflict between the two groups was 

over the military's use of civilian materials. When MACV began to 

use USAID materia~ relations between the two were really strained. 

In one instance the military used a civilian Scout vehicle for 

military operations. The civilian USAID officials were outraged. 

This abuse of civilian material would put the civilian in a precario~s 

position if he were to go out into the countryside, particularly if . . 
the Viet Cong thought that he was military. 19 

One of the bi~gest obstacles to complete integration of the 

civilians and the military was tremendous differences in regulations " 

and procedures. Even if the personality and commodity conflicts 

could be .. resolved, the two branches had different ways of operating. 

A CORDS management consultant summed up his feelings this way: "I 

ran right into a brick wall--neither would give--the military felt 
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that they could not give on theirs L_regulations7 and the civilian ,· 

/ side felt that they could not give on theirs. 1120 These procedural 

difficulties involved differences that ranged from handling memos to 

,,...--.., . 

using manpower. For instance, the military is much more effective, 

because they have an abundance of manpower. Civilian agencies just 

cannot operate that inefficiently. As a way to resolve this con-

flict we would agree "that the operation of CORDS will have to be 

ba~ically a civilian operation; the procedures will have to be 

clearly delineated as being those applicable to a civilian operation. 

· The military, on the other hand, will have to come in under a separate 

set of regulations. 1121 

The civilians felt that in the long run the CORDS setup would 

serve military interests rather than civilian. Even though CORDS 

would give the military man a broader perspective of the job to be 

done it would still _ give more to the military effort than to the 

civilian. When MACV moved into USAID housing and offices, and re

quired USAID hirees to do ~CV's work most of the civilian fears 

were tho~ght to be confirmed.
22 

Despite these apparent set-backs due to CORDS, one civilian 

USAID official was glad to see the merger of OCO and CORDS. In his 

region the CORDS organization would throttle the MACV elements whom 

this USAID official accused of sending in falsified or glossed-over 

reports. He requested all the civilian personnel not to sign any 

report which was not to their satisfaction. Even i ·n some of the 
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provinces where the military man was the PSA, the USAID representa

tive would not sign off. Bef·ore the CORDS reorganization MACV had 

no one to control it. With the new setup and the double sign-off 

on the reports, the USAID man could make changes in the reports, or 

if he disagreed with what the military was doing, then he was able 

to make comments at the end of the report saying why he disagreed. 

This USAID official felt that MACV, who had been pushing for 

CORDS, found themselves over their heads. MACV had not foreseen the 

control that the civilians would exercise over their reporting. The 

fact that they had been glossing over the reports soon became evi

dent with civilian contro1. 23 

If the military and civilian sectors have gotten along, it has 

been due to a blending of personalities and a reaching of agreements, 

not a joining of organizations. Perhaps we have dealt too harshly ,,---.... 

with the military above, but we feel, as do most of the civilians, 

that the military is handicapped to operate in full community develo~~ 

ment projects. It cannot, h?wever, be denied that, at this point, 

the military has a superior structure, in terms of clear lines of 

command . They know what the job is, and they. go straight at it. 

In 1966 MACV began working on revolutionary development programs uni

laterally, but they kept USAID informed. In the . opening of their 

memo/report to Ambassador Porter, then Deputy Ambassador, a joint 

planning committee noted that civilian-military cooperation was lack

ing. Later in the report they acknowledged the place for the military 

forces and the place for cooperation: 
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"The primary role of military forces in RD (revo
lutionary development) is to attain and maintain 
the requisite level of security in and around se
lected hamlet and village areas so that RD civil 
activities and, subseqriently, nation building can 
proceed ••• Because RD is both a military and civil 
undertaking, joint planning and supervision must 
be exercised at all echelons. This begins, of 
course, at the provincial level. 11 24 · 

Nowhere in the report does it say that the military should take 

the lead, but only support and defend.25 

There is a need for more understanding on the part of both 

_sides as to what should be expected. Since total merger at all 

levels is impossible, it seems that it would be best not to inte-

. grate the two organizations (OCO and MACV) , but rather to separate 

them. 26 Essentially, CORDS does represent a non-fusible combination 

of "military and civilian aptitudes, attitudes, skills and procedures. 1127 

What we are recommending is not a reversal back to OCO, but rather 

a si~gle chief to coordinate the two sides. In other words MACV 

and USAID would continue to operate in their set ways, u_sing their 

own procedures; but on the pqlicy planning level there would be one 

head, the province senior advisor. 

Next is the problem of deciding whether the PSA should be a 

military man or a civilian. That security is a prerequisite for 

good community development programs is understood. It is necessary 

to give the RD cadre and other officials the safety needed. It is 

also important for the civilians to handle community development and 

pacification pr?grams. We recommend that in those provinces where 

11 



i 

I 
i .. 

there is a large American armed force or heavy Viet Cong activity 

that the PSA be a military man. The exigencies of the situation 

require a man to "fight the war." . In other provinces . where there 

is only a small MACV or special forces detachment, the PSA should 

be a civilian. If the deputy province senior advisor is the oppo-

site of the PSA, then each side will be. guaranteed representation. 

What is needed is a real blending of personalities much in the 

spirit of one USAID official--"Now I'm right with it and I'm boiling 

in the same pot with the military effort under CORDS. 1128 
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USAID Civilian Conflicts 

This section reviews the changes that have taken place in the 

relations between the civilians during the series of reorganizations. 

We discuss the more salient problems from handling technical person

nel to coping with the paper work which has marked the CORDS reorgani

zation. Within each heading we offer suggestions which we feel might 

reduce some of the bureau-pathology in USAID's operation in Viet-Nam. 

The Role of Technical Advisors 

Some of the Americans in the field had difficulty. getting along, 

that is, they were "minding each other's business too much. 1129 This 

was particularly true in the technical areas. The technical person

nel were mostly on loan from another agency or under contract by 

trSAID, and were largely autonomous. In the past technical advisors 

would often create their own problems. For instance, if a technical 

advisor visited a province a short time, that is, made a quick in

spection tour, and then repo~ted, the visit would be considered a 

nuisance by those in the province. The advisor had to get into the 

province and talk with the prov rep or PSA about the problems and 

the solutions.30 With the increased American involvement technical 

people began moving into the provinces. Problems of neglect diminished, 

but problems of overstaffing were created. 

When the prov reps were "jack-of-all-trades" the reverse happened 

--the prov rep would ignore the technical advisor, and in some cases 

rightfully so (like the one mentioned above). However, the type of 
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man who now serves as PSA is not knowledgeable about all the tech-

nical areas. He has to rely . heavily on the technical staff for 

direction and advice. The OCO and CORDS reorganizations led to a 

greater cooperation among the various civilia~ units, particularl~ 

with the technical personnel who, if not properly utilized, were 

wasted. 31 An interesting example is in the agricultural program. 

Though the CORDS reorganization did not change it a great deal, in 

terms of administration and support, it created an overall agri-

culture coordinator who would work to assure a unified program at 

32 the community level. Dependence of the agencies on CORDS caused 

the bickering and the infighting to subside. The one real problem 

that remained was overstaffing. 

One solution to overstaffing might be to have more International 

Voluntary Services (IVS) type _ generalists and specialists working in 

the province. The IVSers have been able to get close to ~hose with 

whom they are working, whether it be in education or agriculture. 

Their salary is just enough to cover living expenses. A staff of 
. . 

advisors at the regional level for various technical units coulq be 

made available to them for consultation. This type of operation 

would reduce the cost and the burden of having technical advisors in 

every province. What would happen is that there. would be fewer staff 

positions in the province, thus reducing the size of the American 

senior advisory mission in the province, and the IVSers would then 

take up the slack of working with the Vietnamese. The USAID repre

sentative would be used to get . the needed commodities for the IVSers. 33 
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The Regional Off ice 

The regional off ice was originally set up to serve as an inter-

mediary between the province and the Saigon office. The function of 

the regional off ice soon changed from that which Bert Fraleigh had 

outlined (see page 5 of Part I of this paper) • The Vietnamese govern-

ment ·and military conunand was structured so that the Corps commanders 

would have tremendous power. Instead of opposing this type of 

arrangement the USAID mission adopted it. What resulted was a · 

bureaucratic mess. 

By and large, the regional office was impotent, even as late 

as 1966. To compound matters USAID/Saigon was accused of being un-

responsive, and "required continual and unwarranted prodding." 

Nothing would move out from Saigon. 34 During the reorganizations, 

the lines of authority were confused. The people in regional 

offices were setting up their own domain within which to operate. 

They had the impression that the regional group was a separate team 

from Saigon and the field. 35 Impatient province representatives did ' 

not want to wait for the region to act, they went directly to Saigon 

and to the off ice (Vietnamese or American) concerned to get the 

commodities moving. This violated the principle of working through 

channels, which USAID was trying to teach the Vietnamese. Some 

Vietnamese felt that the role of the prov rep was to be a go-between 

for the province chief and the national government--the American would 

be heard in the .Vietnamese ministries, but the Vietnamese province 
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chief did not stand a chance.3 6 By skirti~g the established chan-

nels the prov reps first, sh9wed the Vietnamese how much better it 

was not to use the existing bureaucracy, and second, he showed the 

Vietnamese how little power they held vis-a-vis the ·Americans. 

Since 1966 the regional off ices have been strengthened, in 

order to relieve the pressure on Saigon. If the regional office 

had the authority and material, the prov reps would not have to 

hassle with Saigon, rather they could operate within their region. 

However, the degree of cooperation and efficiency seemed to depend 

not on the organization on paper, which looked good, but rather on 

the personnel involved. The people could operate as a tight-knit, 

well-functioning group, or they could become the opposite. There 

are a few contrasting examples. 

In one region, representatives from the regional office would 

. go into the provinces to study the programs and needs of the prov

inces. There were region-wide conferences which permitted the per

sonnel from the provinces to get together. 37 The working relationsh~p 

between the region and the provinces was superb. Most of the debriefs 

from this region showed a similar confidence in the regional office. 

They all felt there was good "team spirit." 

In another region the regional office was of little use. One 

prov rep .. corrunented on how he would have to go to Saigon if he wanted 

any commodities or anything done. The regional director could not 

make decisions--he was a needless middleman. H~ did not want to take 
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any initiative in anything, .and as a result the deputy regional 

director had to make the decisions, but only after costly delays. 

One prov rep summarized his attitude about the higher offices by 

saying: "I don't know what they have at regional level and at . Saigon, 

but that's got to be the b~ggest mess that ever happened."38 

By 1968, the regional office had become largely autonomous 

under CORDS. On occasion when a man would be sent out to a province 

from Saigon, he would be diverted at the regional level. Usually he 

, would be kept in the regional off ice, · and never reach his assigned 

position. Since Saigon was rarely notified, an accurate account of 

the personnel could not be kept. Those in the region argued that 

the regional office should make personnel considerations because the 

field could make the placement better than Saigon. The rub between 

Saigon and the r~gion has been settled in this area. The arrangement 

which seems to satisfy both parties is to allow the region to divert 

personnel with approval from Saigon . 

. 
The crux of the problems in the USAID bureaucratic relations 

was in having an ineffectual regional office poorly staffed. Since 

CORDS, the regional office ·has been strengthened to the point of be

coming almost overstaffed. The problem of skirting channels has been 

eliminated. The implication being that now the Vietnamese can be 

taught how to use . government channels. With these solutions to these 

problems, another problem has been created--increased reporting and 

paper work. 
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Increased Paper Work 

In some cases the paper work has tripled since CORDS was set 

up. One prov rep estimated that he spent 40% of his . time writing 

reports which had to be sent in four different channels.39 In a 

more recent debrief a provincial agriculturist said he spent 50% 

of his time writing reports. 40 The paper work in the form of vouchers, 

reports and quantitative evaluations prevented people from getting 

an overview of the programs that were supposed to be carried out. 

This led to a limit on the effectiveness of any given person or 

. t 41 proJec • At times simple solutions have been found for the awk-

ward paper work. For instance, originally with CORDS everything 

had to get signed by the higher ups, (e.g., the deputy PSA and the 

PSA). So if an agricultural specialist wanted to know about the 

best insecticide for cucumbers he would have to send the memo through .--... 

channels in his province to get everyone's signature first. It would 

take three days to get the message out of the province. Once it got.· 

to the regional office, the Fegional director would look at it, and 
~ 

pass it to the deputy regional director, who, after pondering it., 

might send it to the agriculturist at the region. This would be 

another three or four days . . The needless red tape was obvious, and 

if there had been a real emergency there would have been trouble. 

The situation was remedied by allowing the technical people to send 

messages straight across the board to their American counterpart at 

the regional level without going through the PSA. All those in the · : 

province who were interested would receive carbons of the memos. 42 
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One prov rep (pre-CORDS) had another solution to the paper 

work. He merely refused to answer a memo more than once. If Saigon 

sent a duplicate memo down he would merely put it away in the circu-

lar file. We are not recommendi~g this, but it seemed that much of 

the paper work could be cut without sacrificing information or com

munication. Indeed, even with all of the paper work Saigon did not 

seem responsive. 

The Saigon Off ice 

Many of the debriefs complained that Saigon would not respond 

to requests from the field. It was reported that they did not know 

and did not really care what was going on outside Saigon. They 

appeared to be more concerned with the operation of their internal 

bureaucracy and personal affairs than with getting something done 

in the field. One official remarked facetiously that Saigon could 

operate on · . and on without the field existing. He described his 

. going into Sai~on, saying that he felt like he was a "country boy" 
. 

who h,.ad come to the big city, and those in the big city were anxious 

to get rid of him. He left Saigon thinking, "Well, if anything's 

going to be done, I'm going to have to do it because I'm not going 

to . get too much support from up above. 1143 

On the one hand those in the field complained bitterly about 

those in Saigon or the regional offices who did nothing to: support 

them. On the other hand, these same people were renouncing Saigon's 

central planning and involvement. This seeming paradox is not contra-
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dictory at all. Those in the field wanted autonomy to operate and 

make decisions, but once they made their decision they wanted sup

port. In 1966 a public administration advisor blamed overstaffing:44 

for USAID operating inefficiently. Men in the field were mak~ng 

promises which were not fulfilled, and generally undermining USAID 

operations. There were criticisms that there was not enough plan-

ning, but the real fault was in not acting. Some felt that it would 

be . better to act with poor planniµg than not to act at all--and 

Saigon just was not acting. 

Since the CORDS reorganization Saigon has again taken a dominant 

role. They are acting and they are . growing. Yet there is a mounting 

dissatisfaction from those in the field. As the numbers of Americans 

continue to grow, the USAID/CORDS bureaucracy becomes more complex. 

The camaraderie of the "young tigers" has long since passed, and 

some felt that any camaraderie that remained was bei~g flattened 

under the giant CORDS. Everyone seemed "to be off in their own little 

slots--I don't sense that m~n feel the same sense of pitching to-

. geth~r," one man remarked. 45 Still another reflected: 

11 The character of the job has changed. Our program is 
stifled now, it's mechanical--planned and programmed out 
completely--it's like a machine that cranks out projects 
without thought, human ideas or involvement. There is no 
creativity in our program now--there's no room for it."46 

This same prov rep went on to describe the result of denying local 

decision making--waste. There were electric poles in his province, 

but they were not according to the standard which qalled for cement 

poles at a distance of 50 feet. These poles were metal and spaced 

20 



30 to 40 feet, but quite functional. The order came down for them 

/ to be replaced. The cost of flying in the cement and paying for the 

labor was phenomenal. Before CORDS, he said, he could have made 

noise about the program, and saved the money, or at least been heard. 47 

Based on these comments we concur that--"The success of CORDS is 

not going to be measured by what happens in Saigon, or even what 

happens in Regions--it's what happens in the provinces, villages, 

and hamlets that counts. So we've got to _ give flexibility to the 

Senior Prov Rep; we've got to let him work up procedures and pro-

. grams which will fit his particular and unique situation." 48 

.. 
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Conclusion and Recommendations 

The war has thwarted USAID from carrying out a truly success-

ful program. In regard to the war, the first problem that needs 

straightening out is USAID's relations with the American military. 

The CORDS organization is basically sound, and should not be cast 

aside. However, all efforts to integrate the military and civilian 

establishme~ts below the command level should stop. The procedures 

of the two establishments are so diverse that it makes no sense to 

overhaul either one of them. The PSA should remain as the chief 

American representative in the province; however, he should not 

deal with programs outside his area of expertise. If he is a mili-

tary man, all civil matters to be discussed with the Vietnamese 

should go through the deputy PSA (a civilian). The same holds true 

in a reverse situation. What will take place is that MACV .and the 

civilians will operate as independent agents, will rely on their 

parent organization for supportwith just a residual fund for general . 

use. MACV should not be permitted to use civilian funds or materials -- . 
for military purposes. The PSA should keep this firmly in mind, 

even if he is a military man. 

It should be remembered that no aid project can be implemented 

without military security. There are provinces in Viet-Nam with 

large u . .. s. military units or with heavy combat. The Americans in 

these areas should be headed by a military man, and the military 

should be . given priority. Before AID can . go out to the field, their 

personal safety should be assured within reasonable limits. As one 
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man put it: "the pacification people have to_ go in behind the 

~ military people. In the absence of a military victory, there can 

be no pacification program." 49 In those provinces where USAID 

cannot operate efficiently or effectively the mission should be 

withdrawn or reduced to permit resources to _ go to a "secure" prov-

ince. 

In the provinces that are considered largely "secure" the 

CORDS PSA should be a civilian with vast experience in overseas 

operations. The PSAs should be action-oriented individuals, and 

if they are not they should be transferred out. The civilian PSA 

should use his staff as efficiently as possible and be watchful of 

wasted manpower in the province office. Because the province with 

a civilian PSA is considered "secure", greater funds should be used 

r~ .to get GVN projects moving. There are a number of cases where just 

a little more funding would have guaranteed a successful project. 

Regardless of his status, the PSA should be aware of all civil 

or military programs in his province. If he is military it would .. . 

be beneficial to give him a month of training at the Asia Training 

Center to become familiar with USAID. This would entail the ATC 

designing a program geared for the senior military man. In the same 

light, the civilian should be cognizant of the military requisites, 

and he should learn to operate within those confines. 

The regional office should retain its present strength, but 

the regional director should be a man who can get along well with 
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others, and not one who would want to create his own empire or be 

jealous of his power. · It is important for region to support and 

back up the man in the field. Saigon should be concerned with see-

ing that the regional offices are well stocked. Saigon's main 

responsibility should lie in general planning. Their concern should 

be with comprehensive guidelines rather than project by project 

detailing. When USAID/Saigon begins to "meddle" with details, the 

man in the field is deprived of his prerogative to decide what to 

do and how to act. The basic initiative should remain with the man 

in the field--he knows the interests and the needs of his province. 

Saigon should give the guidelines, not directives. 

The time consuming paper work has to be reduced. Certainly 

much of the reporting and paper shuffling is unnecessary. If a PSA 

spends up to 40% of his time reporting and an agriculture man 50%, 

there has to be some duplication. Solutions will not be found in 

a massive change. Rather solutions will have to come from common-

sense notions pf what is needed and what is not needed. Perhaps a 

neutral management manpower study would be beneficial. As of yet 

there are no reports of one being carried out for USAID/VN. 
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Arnericah-Vietn·ame se Relations 

We have already discussed the formal, organizational aspect 

of the GVN at the provincial level in Section I of this paper. 50 

Given this formal structure, we now explore its informal aspects 

and the prov rep's role within it. We are now concerned with 

the informal constraints which the prov rep has to cope with. 

Which aspects of the Vietnamese bureaucracy at the provincial 

level are subject to change and which are not? What are the in

formal, cultural rules of action and attitude which the prov rep 

must observe to be effective? What are the limits of his potential 

effect? What methods are open to the prov rep within the Viet

namese context for achieving his goals? Indeed, what goals, 

articulated formally and officially in US/GVN agreements and 

documents, are realistic? It is this type of question we attempt 

to answer here. 
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Interpersonal Relations: Vietnamese Values 

Regardless of how effective the internal o!ganization of OCO 

or CORDS, ultimate success or failure depends upon American-

Vietnamese relations because the task is Vietnamese nation building 

and the method is the use of existing Vietnamese government struc-

tures. Interpersonal relations become, then, extremely important 

and a prov rep (or PSA), no matter how technically or administra-

tively competent, will be of little use if he cannot successfully 

bridge the gap between American and Vietnamese cultures. This is, 

of course, not to suggest a one-way street whereby the Americans 

must make all the effort and compromises. On the contrary, one 

' often receives the impression that the opposite is more often the 

case which may be the result of the long history and attendant 

sophistication of Vietnamese culture as compared to our own. Some 

writers argue, too, that flexibility is a Vietnamese trait. The 

methodology urged upon its compatriots by the National Liberation 

Front attempts to capitalize on this trait. "The world should 

never know where one stands ..• No position is ever irretrievable, 

no commitment ever final. •• Be flexible, be changeable, adapt .•. " 51 

In spite of their flexibility, there does appear in the 9ebriefs 

· evidence of certain Vietnamese values which the Vietnamese are un-

willing to compromise. If these values are not respected by the 

prov rep, his effectiveness will be greatly impaired. 

The first of these values is harmony. Noted by most writers of 
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Viet-Nam, harmony as an important social value has its roots deeply 

embedded in the long tradition of Vietnamese history. More exactly, 

harmony has its roots in Confucianism and Taoism, "the t~o pillars 

of the cultural heritage of Vietnam, · /Which7 shape the world view 

of the Vietnamese." 52 It is not our purpose to delve deeply into 

the more abstract concepts of either of these two philosophies but 

rather to examine their manifestations in contemporary Viet-Nam 

as they bear on American-Vietnamese relations. Quoting again from 

Chi: 

"Even though the two philosophies are totally differ
ent in content, they have several important points in 
common. Both rigidify their positions to the extreme 
by stressing strict harmony and intoleration of devia
tion. Both reject the belief that the individual left 
to himself can find his own way without heeding an out
side standard for his life conduct. The importance of 
these points of similarity is that the world-view of a 
Vietnamese is colored chiefly by this traditional fear 
of conflict and by intolerance rather than by the con
crete teachings of Confucius and Lao-Tse." 

"The fear of disharmony is ... very strong in Vietnam to
day. War, flood, famine, blight, etc., have always 
been interpreted as 'am dudhg dao 1¢n,' i.e., the yin 
and the yang are ou~ of harmony.n53 

This fear of disharmony need not be considered abstract in any 

way. It also colors day-to-day life and interpersonal relations. 

Hickey refers to the concept as it manifests itself in the village 

today: 

"Adherence to it /narmony7 is manifest almost daily in 
_.behavior •.• Belief-in universal order, and the related 
concepts of harmony with this order and human destiny 
within it, are reflected in the conformity of all 
villagers to guidance by the lunar calendar and reliance 
on individual horoscopy. The notion of harmony is in
volved in many practices and rituals--observance of 
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taboos, use of amulets or talismans, preparation of 
medicines ••• invocations to deities, and veneration 
of ancestors: The aim of these is to preserve or 
restore harmony and, with it, well-being. 11 54 

Another writer attributes the concept of harmony to what he calls 

Vietnamese government of the "Middle Way." · 

"The outstanding characteristic of Vietnamese govern
ment, even today, is this harmony orientation~~the 
avoidance of extreme good, the avoidance of extreme 
evil, and moderation in all things, leading to har
mony. This harmony, in which a decision not to decide 
is a perfect rationalization, was reflected in the 
Taoist theory of 'wu wei'--literally, let time decide, 
together with the Confucian idea of 'li'--right think
ing and conduct ... Soldier slang has named as 'numbah 
one' all good things, and 'nuinbah ten' all bad: this 
is the American view. The Vietnamese prefer to say 
that everything is 'numbah five.' 11 55 

We could go on to quote more examples, but hopefully these 

examples make clear the importance of harmony in Vietnamese society. 

We will return to the concept as it affects American-Vietnamese 

relations after discussing another important value of Vietnamese 

culture. 

An adherence to a rigid hierarchical patterning of social re-
. . . 

lations and its consequent high status-consciousness is another 

value deeply inculcated into the Vietnamese through both their 

heritage and reinforcEd.by more contemporary experience. Chi notes 

that Confucianism is not only based on the fundamental assumption 

that the life-ideal is to be in harmony with the tao, but also it 

is based on the second fundamental assumption that, "the tao is a 

highly hierarchical system .•• and from that assumpt.ion, a social 

system is built with strong emphasis on hierarehy. 115 6 
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From Confucianism, then, and more specifically, from Confu-

cianism as practiced in China and imposed upon Viet-Nam, came the 

Mandarin system. For our purposes it is sufficient to note that 

the Mandarin system was a rigidly controlled hierarchy of off ices 

with access dependent upon the peculiarly Chinese concept of 

"scholarship." Though "what was left of the old 'mandarinate' had 

been dispersed by the ~iet Minh," 57 the Mandarin style of ad-

ministration remains very much in evidence in Viet-Nam: 

"It is sometimes incomprehensible to Americans when 
the GVN official sits at his desk in mandarinal dig
nity and lets the problems come to him ... rather than 
getting out of the office to where the 'action is,' 

· in the Western manner. It bothers Americans for the 
Vietnamese to use the technique of 'administrative 
procrastinatiod; letting time solve problems according 
to harmony rules, rather than making an immediate de
cision. n58 

The traditional hierarchical orientation, first inspired by 

the Mandarin hierarchy has since been reinforced.by more contempo

rary experiences. First, by the impact of French colonialism with 

its emphasis upon extreme centralization. 59 And, more recently, 
. 

by the even more highly centralized, greatly personalized govern-

ment of President Ngo Dinh Diem.60 The combined impact of these 

experiences has been summarized by Fox and Joiner: 

"most Vietnamese civil servants remain passive and 
uninvolved, avoiding decisions by referring them to 
higher levels. Following mandarin and French colo
nial tradition, where the administrative system is 
.autocratic and highly disciplined, unquestioned obe
dience at every level is expected."61 

And, a slightly different explanation by Dang: 

"when, with the intervention of the French, the actions 
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of mandarins ceased to be identified with the 
exercise of royal power, the only basic motiva
tion remaining for the civil servant was a desire 
to advance in status."62 

Harmony and hierarchy, then, are the two values we have 

selected as most important in American-Vietnamese relations. It 

is the manifestations of these values in Vietnamese bureaucratic 

action and attitude most often noted in the debriefs and these are 

values that the prov reps must understand and respect if they are 

to be successful in their relations with the Vietnamese. 
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Interpersonal Relations: 

Harmony, Hierarchy and American-Vietnamese Relations 

As we have noted, harmony and hierarchy are not abstract con-

cepts; rather, they are the substance of day-to-day interpersonal 

relations. To maintain harmony a premium is placed on behavior 

which is _ gentle, patient and avoids direct conflict. Gentleness 

and patience are mentioned often in the debriefs as necessary 

attributes of a prov rep. According to one prov rep: 

"if /the prov rep7 goes into Vietnam and works 
quietly; if he does not adopt airs of superiority; 
if he does not get impatient with his counterparts; 
if he meets an obstacle, gently goes around it, over 
it, doesn't try to push it out of the way, or get 
upset about it, then I think ..• the American will do 
very well. 11 63 

When tact and patience are not used by the American, the Vietnamese 
. 
will rarely show his anger, but their relationship would be serious-

ly damaged. A typical Vietnamese reaction to rudeness is demon

strated in this account by another prov rep: 

"This was one of th,e real trying times in my career 
because this military advisor was gruff and rude. We 
used to go in to see the Province Chief together. He 
used to pound on the Province Chief's desk and swear 
at him--just had no tact at all. While he was ranting 
and raving in front of the Province Chief's desk, the 
Province Chief would just be quietly signing papers. 
When the advisor was done shouting •.. the Province Chief 
would take off his glasses, lay them on his desk, and 
say in the few English words he knew, 'finished,' or 
something of that nature. The Sector Advisor didn't 

: know he was 'getting the treatment. 111 64 

Or the response of the offended Vietnamese might take another subtle 

form: 
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"You can always tell when you've done something 
wrong because you start getting missed. The Prov-
ince Chief might have a· cocktail party and you don't ~, 
get invited, although you're the senior man in the 
province. If some thing has gone wrong, you'd better 
find out as fast as you can and correct it. They'll 
never tell you when you've done something wrong, 
they'll just not invite you anyway. It's very simple."65 

These examples demonstrate that a certain type of deportment is 

necessary to preserve harmony. The rough, aggressive, action-

oriented individual, to a certain extent idealized within the 

American tradition of competition and capitalism, will have a 

difficult time in Viet-Nam. He will, assuredly, encounter no 

direct hostility or conflict, but in quite subtle ways he will be 

thwarted. "If you don't have their respect, you're . going to spend 

a year over there thinking you're getting something ~one, but in 

actuality, not really achieving anything." 66 

It has been noted, too, that many Vietnamese will answer "yes" 

to any question a prov rep asks them because "he will tell you what~ 

ever he thinks ybu want to hear •.. he will answer whatever he thinks 

will make you happy, but he'll do what he wants to do to keep his 

boss happy." 67 

The Vietnamese attempt to maintain harmony manifests itself in 

another way. As Eye has observed, there is an "absence of sugges

tions i~ the GVN from inferior to superior; in terms of GVN ethics, 

this is an implicit criticism of the boss and breaks the rules of 

the harmony game."6 8 
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Of course, the absence of suggestion from inferior to superior 

is also a function of the rigid hierarchical patterning of. Viet-

namese relations. Dang views the strict Vietnamese adherence to 

hierarchy and harmony as developing "under a protective covering 

of symbols, gestures, and a vocabulary of respect, with any ex

pression of the least original idea considered hazardous. 1169 

There are other aspects of this strict adherence to a hier-

archical patterning with which a prov rep must deal as well. Per-

haps the most often mentioned is the Vietnamese civil servant's 

avoidance of making decisions, upon which we have already briefly 

touched. This avoidance of taking the responsibility for decisions 

is not surprising in the context of Vietnamese tradition. Decisions 

have traditionally come from the central government, information 

flows down through the bureaucracy, not upwards. Taking respon

sibility for decisions means taking the responsibility £or mistakes 

as well. Mistakes hinder promotion and status advancement. Under 

the circumstances it is muqh better to be as uninvolved as possible, 

doing the minimal amount of work, therefore keeping harmony and 

creating no disturbance. 

To avoid the responsibility for making decisions, the Vietnamese 

. bureaucrat often wraps himself, for self-defense, in a cloak of 

formalistic action as the following example well illustrates: 

"It was important that the soy beans be planted by 
the first of April .•• then about the tenth of April, 
we found out that he /Vietnamese Agricultural Chief7 
had taken no action to buy the seed. Well, in his-
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own view he had taken action; that is, he had 
written a letter to his ministry, and once he 
wrote the letter, his responsibility was finished. 
He wrote to his ministry and asked his ministry 
to get the seed, and having done that, he made no 
follow-up whatsoever. When the seed didn't come, 
he just sat there and folded his hands. His re
sponsibility was over because he could produce a 
copy of a letter; he was no longer responsible 
when the seed didn't come. 11 70 

Dang notes this "inhibitive fomalism" when he states, "fear of 

responsibility is manifested in extensive correspondence asking 

for further explanation or supplementary details .•• Adrninistrators 

often use procedure as a pretext for refusing to accept a file 

that is lacking some unimportant document or a certain signature."71 

In a rigidly hierarchical society, status is most important. 

This extreme status-consciousness creates pitfalls for the unwary 

prov rep. It is imperative that the prov rep do nothing to under-

mine or threaten the status of his counterpart, the Province Chief. 

To this end, the importance of coordination cannot be over-emphasized: 

The Vietnamese Province Chief, it must be remembered, is the central 

. government's representative· at the provincial level. He holds the 

highest status in the province and it is under his responsibility 

that every government~l activity is conducted. In some respects 

his province is a private fiefdom which he heads. 

The prov rep or PSA, on the other hand, has overall responsibility 

for channeling USAID resources and expertise into the very government 

structures the Province Chief commands. In theory this procedure 

sounds fine--it is developmental aid dispensed ~hrough Vietnamese 
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channels--but in practice there are many difficulties. The diffi-

culties stem partly from the fact that in recent years, in many 

provinces, there has been such a proliferation of AID-supported, 

government projects that the Vietnamese Province Chief has diff i-

culty just staying abreast of them all. To add to that difficulty 

is the frustration encountered by the Americans when they do attempt 

to utilize the existing Vietnamese structures. The temptation is 

obvious--"it would be rn:uch easier and much more efficient if we do 

it ourselves. Why tell the Province Chief we've got this seed for 

Village A, he's so busy, let's save the time and do it ourselves." 

Such a reaction from action-oriented Americans is understandable, 

but in the context of Viet-Nam it could severely damage relations 

with the Province Chief in the future. Eventually he will find out 

about the delivery and consider it an affront to his authority and 

a threat (real or perceived is· irrelevant) to his status. Though 

a hypothetical case, it is just this lack of coordination which has 

caused problems in American-Vietnamese relations. Real examples 

are easily found in the debriefs. 72 

The complexities of status can be quite indirect. One prov rep 

noted the importance of having a senior level interpreter who could 

meet the provincial officials on an equal status footing: 

"Mr. Tao was 33 years old. He has a brother who is a 
:major in the Air Force and another brother who was just 
elected to the upper house--now he has all kinds of 
family connections (Ed.-i.e., status). He plays tennis 
with the officials. That's the kind of man you want for 
your interpreter or translator at the aenior level. We 
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have another man there who speaks really ex
ce l lent English but I wouldn't hire him for 
ten seconds because . he had no rapport with the 
province chief, the judge, or the deputy prov
ince chief for administration, etc. 11 73 

"I had a police advisor that I got rid of. /He7 
did several things in error. ~irst, he hired i 
young kid- -who I think was queer- - as his inter
preter. This young kid didn't have the respect 
of the chief of police, which made him no good 
as an interpreter and he should have been fired 
immediately ... If you get a ~ood interpreter, you 
have half the battle won."7 
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Interpersonal Relations: American Personal Conduct 

The importance of Americans' conduct of their private lives 

is mentioned with enough frequency in the debriefs to warrant con-

sideration here. It appears to be the judgment of many debriefed 

personnel that irresponsible conduct can seriously hamper an Ameri-

can's effectiveness in Viet-Nam. Rather than dwell at length on 

this issue, we quote with some completeness the opinion of one 

prov rep which we consider repr~sentative of other debriefs as 

well: 

"An American has to be a little bit careful in his 
behavior. I'm not saying that you can't have your 
social and private life~ but I urge a great deal of 
discretion. There are two types of Vietnamese: the 
military types, who are less well educated and who 
will introduce you to girlfriends and that sort of 
thing; and there is also a much more highly educated 
Vietnamese, such as our deputy province chief, who 
didn't respect that kind of behavior at all .... I 
know a prov rep who almost completely undermined his 
status in his community and his province by just 
living with the secretary from his office. He was 
involved quite openly and blatantly with her. 
Apparently, because of his personality and his way 
of handling this thing ... it injured him. I know 
another case where the prov rep is doing almost the 
same thing but under somewhat different circumstances 
and I don't think his position is being hurt ... big 
city, big city standards; small city, small city 
standards ... Some of our older people .•. are really 
held in fairly low esteem, I think. A lot of them 
are just a little too blatant--they think the society 
is this way, but it's not. 11 75 
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Corruption 

Though there is no agreement concerni~g the prevalence of 

corruption76 that exists in Viet-Nam, the debriefs ·report several 

examples. There are several forms it may take. One common form 

is the kickback. Examples of kickbacks are many. They exist as 

payment for helping someone get a job, whether it is as a rural 

schoolteacher or for a promotion from lieutenant to full colonel. 

Kickbacks exist for all kinds of goods and services. Inspectors 

from Saigon are most often suspect. 

Another form of corruption is to pad the payroll with "ghost" 

soldiers or rural development cadre, or with "ghost" farmers 

slated to receive a new type of seed. This type of corruption is 

often mentioned in the debriefs. 

As for the prov reps' contact with corruption, a fatalistic 

attitude seems to prevail. " ••. you have to understand that the 

Vietnamese standards of morality are different from ours- and you 

cannot shape them according to American morality .•. We have to ex

pect some loss, some slippage in Vietnam.. 1177 Or, "It's just like 

our system--if you help me get elected president, I'll appoint you 

ambassador to Sweden. In Vietnam they do the same thing but they 

do it a little differently. 1178 

In most cases the prov reps would stop corruption if they could 

but it is, of course, very difficult to prove. "If some little _ girl 
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gets a job, she's not ever going to say that she paid for that 

job because nobody is ever going to protect her." 79 

If corruption is too blatant, however, often something can be 

done. 

"You can let him know in subtle ways he is not 
putling the wool over your eyes and that you know 
he's stealing cement--but don't say it. Just let 
him know that you know what's golrig on and this 
usually controls it. I think that's all we can 
do is control it."80 
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Conclusions and Recommendations: The Limits Examined 

Up to this point our efforts have been mostly of a descriptive 

nature. We have attempted to define the limits within which a 

prov rep must operate. In the first part of this paper we dealt 

with a much higher level of constraints. The war itself is, of 

course, a major constraint. The structure of both the American 

and Vietnamese bureaucracies is another constraint which the prov 

rep must accept as a given. To a very great extent, the operating 

procedures of both bureaucracies also cannot be tampered with. It 

is unlikely to expect a Vietnamese civil servant at the province 

level to operate under a · different set of rules than his superiors 

in the central government. In this section of the paper we have 

moved much further down the analytical scale. We have emphasized 

the values of harmony and hierarchy which we view as unchangeable, _, 

i.e., not subject to manipulation by the prov reps. _They are the 

. givens--the rules which the prov reps must not violate. We have 

tried to emphasize, too, the importance of the prov reps' personal 

relations with the Province Chiefs. The Province Chief must, in

deed, be treated as a "personality, not an institution." We judge 

this to be the single most important factor involved in a prov 

rep's job for without rapport with the Province Chief, a prov rep 

can expect to accomplish little. 

There is, however, within these constraints of personality and 

values, room for a prov rep to operate. Given even a bad Province 
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Chief, one who is not goal-oriented, one who is schooled in the 

traditional bureaucratic operating procedures, a prov rep may still 

be able to accomplish much. Many prov reps have found ways to cir

cumvent the Province Chief or a poor Service Chief and have 

established contact with lesser, but more competent, officials. 

Circumvention is possible, but it must be done carefully and 

within the constraints we have described. For example, if a Prov

ince Chief is kept continually informed, if things are done in such 

a way that credit (but not failure!) will reflect upon him, if on 

the surf ace there is harmony and he perceives no threat to his 

status, a Province Chief or Service Chief may not act to undermine 

what a prov rep is trying to accomplish. 

The prov rep's job is delicate in many ways. He must attempt 

to influence and motivate his counterpart while keeping that counter

part at the center of the stage at all times. He must make judgments 

upon the level and type of corruption that can be tolerated and that 

which cannot. He must inst.ill ideas in his counterpart in such a 

way that they become the counterpart's own ideas. The techniques for 

achieving these goals, unfortunately, vary from personality to 

personality and no blanket statement can be made. We can only define 

the broad constraints, and to do more seems impossible. 

One : prov rep expressed his appreciation and knowledge of the 

limits within which he worked in the following manner: 

"My area specialist, Mr. Tao--I used to introduce him 
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as my advisor. He was my advisor; he's the expert on 
Vietnam, not me. When Y-wanted advice I would ask him. 
I never wrote a piece of paper to a Vietname se that I 
didn't give to him first and ask what his opinion was. 
He might look at it and say, 'Oh, you'd better not say 
it this way.' Then I'd tell him, 'Okay, you change it 
around so it's nice and polite. But I wanted to make 
the point that I want the fish market moved from Point 
A to Point B.' The Vietnamese was my advisor and iS I 
didn't listen to his advice I wouldbe in trouble." 1 

In a final summary, we feel compelled to add a rather dis-

couraging observation. Our review of the debriefs combined with 

what we have learned about Viet-Nam while researching this paper, 

leads us to the conclusion that in most cases where the prov reps 

are successful, it seems often to be in spite of the Vietnamese 

rather than because of them. The prov reps, using their ingenuity, 

have found ways to get around the roadblocks in the Vietnamese 

system, but have had little success removing those roadblocks. 

The prov reps' solutions, then, are not really solutions at all. 

If the clever prov reps were removed, many of the same roadblocks 

would remain. 

The only real hope of progress in public administration for . 

Viet-Nam lies with the graduates of the Vietnamese National Insti-

tute of Administration (set up by Michigan State University in the 

1950s). In every debrief the graduates of the institute are praised 

for their effectiveness. Most of these graduates are now in lower 

level positions, and are doing an excellent job. They have broken 

some of the traditional bureau-pathology of Vietnamese administration. 

Each year the number of graduates increases, i~ is hoped that these 
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graduates will be able to remove their roadblocks, because it is 

apparent that the Americans were able to do little. 
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A FINAL NOTE 

This study has accented the negative--what is wrong with 

USAID/Viet-Nam. We have not acknowledged all that USAID/VN has 

accomplished. Indeed, they have made progress in almost every 

field, but a.s one man put it, "the cost has been tremendous. 1182 

· rt was not the nature of this paper to be laudatory, rather we 

have sought to point out some of the weakness inherent in USAID/ 

VN. The criticisms that we have made were possible only because 

those who were debriefed did not feel compelled to cover up. They 

were not pre-selected men, but rather open, honest citizens con

cerned about America's involvement in Viet-Nam. One man remarked 

that one reason USAID was under fire so heavily was that they en

couraged internal criticism and honest reporting. He contrasted 

this with the alleged glossing over of reports by MACV. Perhaps 

this is the strongest argument which can be made in defense of 

USAID and for revolutionar¥ and community development being 

civilian-run. USAID's men in the field have "told it like it is." 

It is this--regardless of the reorganization--which must not be 

sacrificed. 
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