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PREFACE

From March 1968 to August 1969 I served as the USAID/
Vietnam Associate Director for Agriculture and Land Reform.
During the latter ten months of this tour of duty the broad
policy framework of the current GVN Land-to-the-Tiller Program
was completed. And in July, 1969 President Nguyen Van Thieu
‘{ntroduced into the National Assembly his legislative proposal

for this program.

With this background involvement in the formulative stages
of what is presently a massive operational program, I have been
asked to return to Vietnam to evaluate the on-going program and
to propose improvements in current operations in order to assure,
as far as possible, the completion of the title distribution and
landlo-d compensation phases (particularly the latter) on tacget.

it nas been a privilege for me to spend the period from
Getober 5 to November 5, 1971 in Vietnam on this assignment.
I hope this rzport can contribute to the speedy completion of

the Land-to-thé-Tiller Program on schedule.

T would also add that the assistance recelved in my evalua-
tion assignment from Minister Cao Van Than, Vice Minister Nguyen
Thanh Qui, Director General Bul Huu Tien and his DGLA staff, the

Provincial Land Affairs Service of those Provinces visited, the
Village personnel visited, along with the USAID/Land Reform Office
staff members, has becen excellent. Further, the close relation
between the Vietnamese personnel and the American personnel in
working together on the Land-to-the-Tiller Program has made my

assignment easy as well as enjoyable.

And finally, I must gilve a speclal thanks to my joint
collaborator in this evaluation, Mr. Phi Ngoc Huyen. He has
. been extremely helpful in my understanding of the LTIT program,
has given much of his valuable time in accompanying me to the
field and in making arrangements for these visits, and has
provided invaluable assistance and counsel in my' presentation
at the three-day seminar at Vung Tau, as well as in the pre-

paration of this report.

Gerald H. Huffman
November 5, 1971
Saigon, Vietnam
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I. INTRODUCTION
1/

A. Evaluation Procedure =

The procedurés followed in this evaluation project have
been as follows:

1. Discussions with Minister Cao Van Than, Vice Minister Nzuyen
Thanh Qui, Director General Bui Huu Tien and the scnior officers of
the DGLA, visits to two ».AS offices in R-4, one PLAS, office each
in R-3 and R-2. (Time did not permit contacts in R-1, or in the
Highlands ro observe the progress of the Montagnard Main Living
Area Program.) Useful visits and discussions were also held in
six villages with village chilefs and members of the Village Land
Distribution Committecs. There were also opnortunities to talk
to farmer recipients of titles in three of the above villages
visited due to speclally arranged title distribution ceremonies

held during these visits.

2. Discussions with nearly all members 6€ USAID/ADLR as well
as with some CORDS personnel in the field.

3, Reviews of materials provided by the DGLA and USAID/ADLR.

4. Peripheral but related discussions with Mr. Tran Quoc Buu,
President of CVT, Mr. Vo Van Giao, President of the CVT/TFU and
with Mr. Nguyen Van Eong, Director, National Institute of Adminis-

tration (NIA).
8, Substantive Focus.of Evaluation

Following, although not restricted to the substantive
guidelines set forth in Appendix I, this evaluation effort has

concentrated on:
i, Organization at Central’

&. DGLA administrative and qrganizééional improvemente.

b. Program planning

c. Publicity )
d. Supervisory functioms, including staff motivation

- and morale

27-29, 1971 and participated

delegations, headed by Minister
a2lso provided much additional
ac well as implementation

1/The Vung Tau Seminar held Octover
in by small Vietnemese and Amerilcan
Than and Assoclate Director Muller,
understanding of the currenc program,
problems and to-be-resolved pclicy matters. The minutes of the
Seminar and the checklist fer follow-up action of pointe covered,
ghould be Eead 46" complcnentary documents to this report.
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e. Staff training
f. Control or monitoring of field operations

g. Decentralization of work

2. Procedurcs and controls with respect tot

a. Paper work ilow .
b. Grievance procedures and claimants’

‘

3. General Considerations

a. Securilty .
b. Communal land expropriation

c. Central Lowlands speclal problems

d. Handling and penalizing unccoperative landlords
e. Channeling compensation payments into productive

investments
. Longer range land records management
g+ Use of Aerial I'hotos
h. Taxation in the villages
Z. Complementing LTTT with agricultural technology,
credit and marketing cooperatives.

j» Village building

(Note: "a" through "e" received the most attention
in this "general considerations" category.)

C. Overview Appraisal

Prior to focusing on the central thrust of this appraisal,
this Evaluator feels compelled to Mtake a few gencral comments on
"the LTTT program as it has progressed to this date, compared to
the formulative stage of policy development existing at the time
of his departure on August 19, 1969 (a benchmark). Achievements
to date in mounting this massive LTTT program over the past 26
months have been, in & word, phenomenal! This is not to say that
the current program is not without certain deficicncies to be
addressed later. However, considering the low state of perfor-
mance of DGLA and the PLAS due to inadequate leadership, unmoti-
vated staff overly centralized control, etc., to say nothing of
the dearth of village personnel capability in existence in eaxly
1969, the present state of performance at Central, province and
village is most impressive. I would believe the reasons for this
are: {(a) the priority attention and interest on the part o:
President Thiecu, (b) the leadership qualities of HMinister Than
and Director Ceneral Tien and their ability to revitallze DGLA
(and to vome extent the PLAS) by surfacing new top~leveli managers
as well as instiliing in the total staff a considerable measure
'of dedication in carrying out a program whlch has such a great
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potential In brlnging about more rapld pacilleatton fn the
countryside, as well as rural prosperity and political stabilicy.
The simplification of procedures, the decentralization of
operations, and the massive phase L and L1 training of thousands

of pursonncl working at the PLAS and equally lmportant the
villages, also have contributed to the present stage of per-
formance and accomplishment, The innate capability of the GVN
carcer employees to rise to their full potential when properly
motivated, along with reasonably adequate administrative f[inancing,
has also been important.

And finally, the dedication and capability of the USA1D/CORDS
advisors to the CVN LTTT staifs, have made an important contri-
bution to the present state of progress. ln sum, the program wus
recognized as a high prlority effort by President Thieu who has
periodicaliy pushed the program from his level ol prestipious
leadership. Minister Than has Lived up to his President's
expectations when he was appolnted to hls present position in
March 1969, and has alnost miraculously lifted the land reform
operation to a high level of perfocmance,, compared to a short
two yedrs ago. Slmilar comments cculd be made about Director
General Tien, Deputy Director Genmeral Tran Van tloa and the DGLA
Directorate managers as well as a number of PLAS Chiefs.

To be more specific in terms of accomplishment, since the LITT
program was launched by Public Law on March 26, 1970, a total of
235,707 titles have been distributed to former tenant fnrmcrs,',
encompassing 292,818 hectarcs of rice and secondary crop land.&/
And 3,505 landlords have been compensated for approximately.38,000
hectares of land. Also, many distribuction dossiers and compensa-
tion dossjers are in the pipeline. Admittedly, current distri-
bution and compensacion targets are falling a litcle behind
schedule for the current ycar, particularly the latcter. 3/ Nover-
theless, to repeat, the present accomplishments are stpndf{lcant,
considering thé magnicude of the task of distributing over one
million hectares of rice and secondary crop. land to approximately
800,000 farmers and concurrently compensating 50,000 landlords,
(likel many more, sec footnote #4), and doing what has been doue
to date under wartime conditlons, inadequate land records, limited
cadastral maps, less than satisfactory aerial photos, and without
adeguate time to tool up organizationally and staffwise - to carry

' out such a mammoth effort in a time target of thrce years.

r 12

2/See Appendites II and III for current more complete tabular data.
- - " 4

3/At present, title ‘issuance is running at a rate of 31,000 per

month; a vate of 35,000 per month for the remainder of 1971

would meet the yearly target.
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II. Administration and Organization Improvements

As indicated above, and not withstanding the impressive
achicvcments to date, the falling behind of the cxtremely

ambitious 1971 and 1972 title distribution and compensation
+d look ac current organizational and

targets, requires a har

procedural limitations, the latter including the immense flow
of paper making up hundreds of thousands of dossicrs. It is
also important to note that work performance in paper pro-
cessing, from the receipt ol the farmer's application for
ownership to the compensatlon of landlords, is spotty, province
by province and village by village. Perhaps oversimplified,
this uneven performance is duc to & measurc of inefficiency

“in work achicvement the causes of which will be cxplored later.
And, to some degree the problem can be 1aid at the door of’
uncooperative landlords, even in some cases to landloxrd
‘coercivencss of their former tenants; and finally to inadequate

security in parts of the countryside. 4/

A, Organizational Limitations

In considering this subject this Evaluator makes the assump=-
tion that any proposed organizational improvements should be made:

a. To further accelerate the remaining distribution of
titles to the new farm-owner—opcrators,

b. To similaxly expedite landloxd compensation payments,

To more effectively conduct essential, traditional DGLA

activities and to more cfficiencly handle newly emerging

for example, to improve and cxpedite LITT

and dispute scttlements, effectively carzy out
iniciate

C.

programs,
~grievance
the not-yet-begun communal land expropriation,
longer-range laud records management under a unified
system of registration, plan for the rectification of
aerial photos and so on, but at the same time, not to
proposec organizational change which would seriously

dlsrupt the current work flow.

The present DGLA and PLAS office organization has evolved over
vegularized land affairs responsibilities and

the years to handle
latter evolved, for example, lanad

special action programs as these
ownershlp and use registration, cadastral surveys; land rent re-
duction, tenant grievance handling, Ordinance 57 and Former French
Land sales to tenant farmers, concession land development and

resettlement.

%/The 1ES ratings on the extent of security appear to be not

Ehtirely suited to the needs of smoothly implementing the LITT

program as will be discussed later ia this report.


http:suited.to
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Over the past 30 months, under great pressure to mount the
current LTTT program, ad hoc efforts have been made to strengthen
the DGLA/PLAS offices, particularly the former, by: bringing in
new leadership and promoting outstanding men withln the organi-
zation; by cupanding starlf and dumproving sctalf cowpueteney throurh
massive training efforts; by funding of the DGLA and PLAS(s) more
adequately; by adding several functions, i.e. the training unit
and publicity committece in DGLA; by simplifying title distribution
procedures and by decentralizing operations from Central to the
PLAS to the villages, giving village officials more responsibility

and authority for the conduct of the program.

However, the struccural skeleron of the DGLA and the PLAS(s)
is still largely intact since the new plan of organization, has

not yet been approved.

4. In recent months HMinister Than and Director General Tien
have developed a DGLA reorganization plan - a plan (See Exhibit A)
which is & great improvement over the old reorganizational chart
(See Exhibit B.) The new proposal follows fairly closely the LTIT
Implementation Plan as presented in the Plan's Annex A. This
Evaluator can not fault the basic new structure except to recommend.
that the DGLA Training Unit now in exilstence be shown as a sub
ground of the Inspecrorate Body and that the small information
"or publicity staff be recognized on the proposed reorganization
chart as a staff group attached to the Office of the Director
General. (See further comments on this point under Section C

below.)

As will be noted from a further study of the proposed organi-
zational chart, the DGLA consists of three technical or substantive
program Directorates and the Inspectorate Body which staff members
in reality serve as field supervisors over the PLAS officers, that
"1s, serve as the personal representatives of the Director General
in advising the PLAS and in monitoring and reporting field work
‘accomplishment and problems, etc., including the satisfactory or
unsatisfactory handling and solving of grievances and land disputes

However, the proposed organizational chart does not show that
a part of the DGLA Inspectorate Body is located in the four GVN
regional headquarters while Saigon-based inspectors serve as
"roving" field supervisors. This working arrangement is described
.in the functional description of the Inspectorate Body but the
organizational chart is deficient in this respect. This point
1s emphasized because, hopefully, the four Regional-based
Inspectorate staffs can gradually assumc more direct line-of-command
functions, thus relieving DGLA Central of neecding to give attention
to all PLAS problems some of which can be gsolved at the Regional

level.
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Reaping the fruit of this recommendation depends. upon the
competence of the Regionally-based Inspectorate staff. But the
recommendation 13 also tied to the Evaluator's concern that the
proposed reorganization has a major weakness in that an excessive
quantity of middle managewent (all PLAS and Cicy offtces as wall
as the Divisions in DGLA) now report to, and are directed by,
Director General Tien. This arrangement places a very heavy
burden on Mr. Tien, even with all the staff assistance he recelves
from all units of DGLA Central. To the extent the cuirent
organizational operation overloads the Offilce of the Dircctor
General (and i1t does ac present), thils Senlor OLiicer. does not
have tir.. to ~hink, plan and cvaluate the overall work of DGLA
with particular immediate concern for more effective title dis-
tribution, compensation payments processing, and grievahcc
procedures. Nor does he have the time or mental energy: to
assist Minister Than evolve new policies or revisions in current
policies as the on-going accumulation of LTTT operational

experience dictaces.

Finally, this Evaluator would strongly recommend that the
proposed reorganizational plan for DGLA with some minor revisions
as suggested above, be approved speedily by the Qffice of the
Prime Minister. Quick approval is desirable so that the salaries
and grades of some personnel can be adjusted to reflect present

_responsibilitics.

* B. Program Planning

The new organizational proposal formally recognizes the
need for specialized staff assistance to the line officers in theixr
day-to-day and, more particularly, in their longer range planning
efforts. It is not possible at present to evaluate this new unit
but this Evaluator considers that the forward planning accomplished
by the total DGLA staff, assisted by USAID/ADLR, and documented im
. the current LTTT Implementation Plan, has been of very high caliber.
The extent of detall which has gome into the plan with minox
exceptions 2/ is truly remarkable. However, this high level of
planning will nced to be continued in developing improved grievance
procedure handling, che conduct of the communal land expropriation
program when launched, possibly reiigious and worship land exprop-~
riation, improving security arrangements to meet 1972 goals, the
return to the village program and other program areas some of which
will be touched on later in this report.

5/For example, instructions ‘in the I.P. appear to be limited with
respect to PLAS guidance in assuming that I.D. numbers are included
- in all landlord Compensation dossiers forwarded to Central.
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c. Puglicity
It has been difficult to appraise very precisely the extent

 to which the LTTT program has been ndcquatcly publicized with

respect to!

- 1. New owner-operator rights to apply for the land they have
rented,

2. Landlord rights and also landlord responsibilities,
deceased landlord heir(s) rights. and responsibilities, land-
lord rights limitations to file for five hectares of worship
land and no more, penaltics for making false claims as to
their farming operations on the allowed 15 hectares, pcnalties
for coercing former tenants to continue to pay rent, forcing
them in some cases to changc their status from tenants to

laborers and so on,
3. General public understanding in terms of national welfare,

pacification and rural political stability as well as food of
better quality at reasonable prices for the non-farm consumer

classes.

There is considerable evidence to support the fact that most

. .farmer tcnants are acquainted with their rights to the ownership

of the land they tilled prior to March, 1970. Tardy filings of
title epplications are possibly due more to iInsecurity

4in some areas and to coercive landloxds in possibly numerous casea,

particulacly in the Central Lowlands, than to a lack of adequate
and repetitive publicity. It is also very likely that the
problenms enumerated zbove with respect to uncooperative land-

lords and/or recalcitant landlords are duc only in part to their

lack of understanding of the legal requirements of expropriatioa.

' Their persona' motives opposing the program are more likely

known real complailnts

causes of their inactions (in this Evaluator's opinion).

On the other hand, there is some evidence to suggest that
grievance procedures, including farmer tenanct rights to make
have not been adequately publicized.

This is in parc due to the delay in establishing more cffectdive
grievance arrangements and in settling disputes quickly and

" amicably whenever possible. 6/

6/See Section III-B of this Report.
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The current plan is to decentralize the LTTT publicity
function by establishing publicity committees in cach PLAS.
This is a step in the right direction since many matters
requiring communicative understanding are localilzed, even
down to district and village levels. However, a small
publicity staif in DGLA to coordinate provincial publicity
efforts, to train provincial publicity committees in theilr
function and to provide a continuiug flow of national level
publicity re the current status of the entire program in
meeting program goals 1s desirable. A balanced picture
should also be presented of LTTT program progress so that
the publicity doesn't appear to be a propaganda pitch.

This small DGLA Committec needs to be better organized

since 1t is lcaderiess at present and thus is less than
fully effective. This committce is currently attached to
the Office of the Director General, although not shown as
such on the proposed reorganization'chart. It would be well
to consider placing the committee in the Inspectorate Body
for the same reasons the central training unit is located

in this Body. 7/

And finally, in establiishing PLAS publicity committees,
it is well to remember that publicity staffs are skilled (or
should be) in the communications trade but the substance of
their communications, in whatever form, depends upon close
collaboration between the publicity staff and the technical
" peisonnel who know program codten;. All to often managers
- expect publicity personnel to do their jobs in a vacuum of

substantive facts. The net result is empty phrases and poor

results, sometimes even negative results.

'

D. Supervisory Function

In considering the supervisory function in DGLA, in the
PLAS and in the village distribution committees it is well,
fir.t, to review the three levels of management in any

organization. They are:

Policy makers - Organization executives

Managers - Program operation directors
Supervisors - Lower level managers who direct
staff work (like a foreman directs
the work of factory employees.)

7/1f the Publicity Committee is viewed as primarily a public
policy enunciator when its present attachement is quite proper.
However, if the primary purpose of publicity at the National
level is to inform the public on operational matters, including
an understanding of established policies as well as targets and
problems in meeting targets, then such a unit might wall be

placed in the Inspectorate Body.
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are not discrete in that senior executives

supervise a certain number of personnel who report directly

to them, equally so, the managers. Supervisors direct the work
of lower cchelon staff. Dut supervision de a Yunculon which

must be performed effectively at every level in the DGLA and
PLAS hierarchy. Likewisc the DGLA Inspectors perform a general
supervisory role over the PLAS and the PLAS Controllers and

team leaders similarly carry out this function in their .assigned

villages.

" These three layers

Since supervisors work directly with ormanizational staff
units, manage staff work, provide continuous on-the-job training,
evaluate work accomplished, stimulate and motivate personnel
assigncu to them, help them wich their problems and last but
not least, rcport up the line organizational or human diffi-
culties in getting assigned tasks donec on schedule, it follows
that supervisors as people,” or che function supervision (as
such) 1s an important key toorganizational task achievement.
With effective supervision an organization can do much more
work with relatively fewer personncl than if this job of

supcrvision is done poorly.

Title issuance, and more particularly the slow processing
of compensation dossiers 1is due, partly to the "tooling~-up"
phase which should by now be completed, possibly to excessive
checking «nd rechecking (procedures) and partly’

.paper handling,
ifon resulting in human failures. 8/ 9/

to insufficient supervis

failure to perform effectively is due to several

g

Human
factors, among them:

The worker's lack of motivation resulting from the
supervisor's failure to explain the importance of

"his job in accomplishing the major goals of LITT;

or failure of/gdﬁervisor in taking personal interest

in his workers and possibly their problems of &
personal nature, .
b. Careless work due to inadequate supervisory attention,
Poor incentive to do a job better due to supervisor's
lack of recognition of some task the worker has done
well (a pat on the back, special rewards),

a.

Ce

8/1t is recognized that rather complicated procedures must be
followed in processing landlord compensation due to the great
amount of money being paid to the landlords.

9/There are some human failures which are due to matters of policy
rather than supervigory ineffectiveness, as will be mentioned

later.
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d. Poor understanding of job requirements due to lack

of supervisory on-the-job training, _
Job routineness resulting in boredom caused by the

supervisor's unawarcness of the worker's state of

nind,
f. Lazy by nature — may need to be fired,
g. Insecurity of tcnure ~ the frustrations of a

temporary cmployece. 10/

=1

) The above human considerations are obvious and need no
claboration here except to say with respect to item Qne, it

is extremecly important that all personnel engaged in the LTIT
program, from the lowest clerk to the senlor managers, know

how important their work is to South Vietnam's general ‘welfare,
its poliiical stability and economic development. The.lowest
clerk should know that she is an essential cog in the important

machinery of LTIT.

This evaluator did not, unfortunatcly, have the time to
adequately appraise supervisory performance either in DGLA or
at the PLAS level. However, casual observation of the PLAS
offices vislted indicates that the "busyness" of the PLAS stafis
varied province to province. The rhythm of the work flow appeared
systematic and orderly in two PLAS offices, less so in the others

visited. .

It is recommended that Director General Tien appoint Mr.
Huyen and USAID Associate Director Muller appoint one American
Advisor on the Land Reform staff to study supervisory perfor-
mance within the DGLA Directorates, in randomly sclccted PLAS
offices, the latter office reviews.co focus on supervision over
the PLAS staffs, particularly che effectiveness of the controllers
and team lcaders in their supervisory responsibilities of thedr
assigned villages. Or perhaps at tue proviace level, this
review should concentrate on the poorer performing PLASs and
. below the PLAS on the team leaders/¥N°Sfssigned villages are
below a standard in work output. 11/ (Americans do not necessarily
need to be involved in this proposal, at least not at the DGLA .

level.)

10/Take the case of the village land registrar. He may think that
‘his job will be finished when the LTTT program i1s completed in his
assigned village .nd that he will be returned to the rural develop=-
ment cadre. TIsn't he likely to work on a slower pace than he could,
just to keep his job going a little longer?

11/It 1s to be kept in mind here that other factors than supervision
contribute to workload quantity, i.e. security. But poox wvorkload
quality is primarily the result of inefficient staff capability

which in turn suggests inefficlent supervision.
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E. Staff Training

The masslve phase I and phase TI training of personnel at
village and PLAS levels is now history and the phase III on-the-
job training plan is just now being launched concurrently in
seven provinces in Region IV. This Evaluator's initial recaction
to this phase III training concept was that it should be a pullc~
in part of the on~-going supervisory function as noted carlier.
However, sccond thoughts suggest that a special cffort to
further improve PLAS and village worker cffectiveness' in pro-
cessing the distribution of farmer titles, and cven more important,
some modest further speeding up of dossicr handling relative to
landlord compensation, is both timely and desirable. This phase

CIII training program should concentrate primarily on strengthening
the supervisory function at all levels in the PLAS with special
attention given to the performance of PLAS controllers and team
icaders. The rcasons for this have already been covered in

Section D above.

It is also suggested that Director General Tien work out
special arrangements with NIA to hold specially tailored
seminar/workshop sessions of very short duration for selected
managers of the DGLA and possibly a number of PLAS Chiefs.
These senior supervisors have learned much about organizing,
directing, supervising, coordinating and controlling staff
work. But a furiher understanding of public administration
.principles in order to more cilcariy understand the "why" of
"what" they know in a pragmatic sense, would up-grade thelr

executlve, managerial capabilities. 12/
F. Supervising and Monitoring Field Operations

The focus of this Sccrion of this report is upon the speclal
task responsibilities of the DGLA Inspectorate staff. Since the
Land-to-the-Tiller program requires the effective functioning of
38 PLAS and approximacely 2,100 village land distribution
committees spread throughout the whole of South Victnam, the
Inspectorate Body must be a strong link in the total DGLA organi-
zational machinery. Along with Minister Than, Director General
Tien and the DGLA Chief Inspector, Mr. Huyen, are well aware of
this linkage and steps have been taken to expand and strengtlhen
the capability of thL: inspectors stationed at Central as well as
in the Reglonal offices. As was pointed out by Mr. Huyen during
the Vung Tau Seminar, the inspectors need provide more help to

& moa

12/Attzched to NIA 1s a newly organized National Conference Center:
for Public Administration of the Direntor General position level
and above; also a National In-Service Trainiag Institute 1s being
organized for the appropriate gimilar training of middle mangement

personnel. *\
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the PLAS Chiefs in supervising and motivating the team leaders,
- in building fires unc:=. some of the PLAS controllers, and in
assisting the PLAS Chiefs manage and direct more efficiently

the PLAS staff stationed at the province level. Further, Mr.,
Huyen has the special problem of building more capability into

the inspector group, some of whom are getting old while others
are too young and inexperienced, the latter category being

. .unable to command the respect or gain the confidence of the
more mature and experienced PLAS Chiefs.

However, half the battle is in recognizing the problem and
this Evaluator knows that Mr. Huyen, as well as Mr, Tien are
fully apprised of the importance of the Inspectorate Body. as
a channel of personnel supervision and communications up and
down the line and they know the need to improve the effectiveness
of both the roving inspectors and those stationed in Regional

headquarters.
G. Further Decentralization of the Work

Some part of the success achieved to date in the Land-to-
the-Tiller program must be given to the policy put into effect
in 1969 with respect to the acceleration of Ordinance 57 and
former French Lands title distribution. Among other factors
this acceleration achievement was due to a policy of decentrali-
zation of work effort at the village level along with paper flow
gimplification procedures. The beneficial effects of this earlier
policy has been most helpful in the present program.

This Evaluator believes that to some degree the Village Land
Distribution Committees might be given even more responsibility
and authority in handling certain local parts of the total program,
particularly in the mediation of grievances and disputes among
landlords and their former tenants, providing clear and precise
-guldelines are provided by DGLA, and providing any additional
respoasibilities given to the village officlals are monitored
continuously to assure a fairness of decisions and to guard
against local corruption. This Evaluator is not proposing any
immediate changes in present policy with respect to this matter.
But some further thpughts should be given to the idea providing
such action would lead to the more efficient conduct of the total
program, including the handling of grievances wisely and

expedio;oﬁsly.
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-~ III. Procedures
A, Paper Work Flow

The overall procedures system being followed at present
in title distribution appears to this Evaluator to be well
designed and he has few comments to make for improvement in
the system of operation per se. Admittedly, the procedures
in effeet in landlord compensation processing, including thae
built~in checks, are complicated requiring the handling of
much paper and involving much staff labor. However, these
esscntilal safeguards are most necessary L0 assure accurate
compensation to each landlord or his heirs and more important,
to assure that a tremendous sum of GVN funds are being spent

properly.

But, there are possibilities for improvement in the fiow of
paper and it is most fortunate that USAID/ADLR has provided a
TDY expert in this ficld to focus on possible short cuts and
simplifications in the present procedures systems while at the
same time not seriously disrupting the work flow momencum at
present and/or its acceleration in the near future as more
experience is gained by the staff in handling compensation

dossiers. 13/

The findings of this joint effort will, in the opinion of
this Evaluator be significant and helpful in dossier processing
without dropping the required degree of quality control. The
LTTT Program presently involves the meecting of difficult goals
tied to the number of titles distributed, the number of landlords
or their heirs compensated and the hectares involved in both.
It is undersiandable that the above goals be publicized and
achicved. However, a relacted sct of targets concerns the
mountains of paper work which must be handled to achieve the
ultimate people and hectare goals. Among other factors the
question can be asked: will these political Impact goals be
reached, considering the present discribution of titles and
compensation processing procedures in effect? The present work
" flow study now underway in DCLA, and hopefully to later encompass
a few provinces, will provide top management the answers to this

vital question. 14/

13/Reference is made to the Puper Work Flow Study currently under-
way and involving Richard E. Ballard, USDA, Miss Betty Ryan, of
USAID/ADLR and DGLA, primarily. the Land Reform Directorate.

14/For example, the present compensation per landlord involves an
average 10-11 hectares. There is some reason to believe this average
will fall to e lower figure. But taking the present average divided
by one million hectares provides a f£igure close to 100,000 landloxd
compensation.dossiers to be processed!
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B. Grievance Procedures and Channels-

The handling of grievances and disputes in whatever form
they arise, (between former tenants and their landlords, between
either of the above parties and the VLDCos or the PLAS, or cages
in which landlords arec aware of the LTTT Law provisions but still
attempt to cocrce former tenants into continuing to pay rent or
" become day laborers, or worse,evict the tenants from the land)
must be taken care of intelligently and quickly if the program is
to maintain 1ts appeal and credibility in the eyes of the
individuals conccrned, meaning usually, small former tenants.

To the extent an adequate system of grievance handling -is not
now in effect the recasons are:

a. Inadequate reference to this subject in the present
LTIT Implecmenting Decree, .

b. National Asscmbly délay in establishing a countrywide
Land Court System, °

c. Administrative inattention due to the pressures of
getting the operational program launched and completed.

This Evaluator understands that a drafc amendment to the
present implementing Decrec is on the desk of the Prime Hinlster.
. This amendment would give more responsibility and autchority to

the VLDCs in settling disputes by mecans of conciliation. While
the Primc Minister may hesitate to place this additional burden
on the VLDCs, 1t would secm desirable to this Evaluator that
such action be taken in the dinterest of iImproving grievance
handling, providing that adequate monitoring saieguards are
established to assure wise, local and-unbiased decisions at

the village level as mentioned earlier.

If cascs can not be settled in the viilage, then possibly
more precisc guidelines need be formulated to achieve settlement
at the District Chief level or on to the province level. To the

‘extent disputes can thus be mediated within the administrative

structure of the GVN, this should hold to a minimum the difficult -

cases requiring Provincial Court of First Instance, OF Land
Court or Central Land Reform Council attention and decisilon.

But since landlords are most likely to press for favorable
settlement of thelr cases in the Courts, the prescnt Court
Judges nced to be fully acquaintzd with the LTITT Law's provisions
so that they may act correctly. There have been too many
Provincial Court cascs reviewed by the Central Land Reform
Council and overturned duc to inadequate Provincial Court

Judge understanding and/or for other reasons. It is believed
that the PLAS Chiefs should take more initiative in placing the
facts behind the disputes in Court, before the presiding Judges.
This ¢an be done by the PLAS Chiefs where a case is being tried
in one of the four currently existing Land Courts.
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Finally, Court decisions as well as administratively mediated
case decisions need to be sent to the parties involved at the
earliest possible time and the decisions (correutly made) nced
to be widely publicized. 15/ This public knowledge comes close
to beilng as important as the nain proviniona of the LTIT Ltuall,
Also, this Evaluator would rccommend that Director General Tien
revicw carefully with Mr. Huyen, the manpower canability of the
Inspectorate and at the PLAS level to assure aduinistratively the
expeditious and fair handling of disputes, as 7ell as to assist
the Central Land Reform Council in the effeccive handling of the
Council's case load. And it would scem appr
grievance responsibility to lie within the jurisdiction of the

Chief Inspcctorate.

opriate for the DGLA

1IV. General Considerations

A. Security

Security is a sensitive matter which must be discussed with
.Security and pacification as these terms aze
ation is one thing; security when
applied to the LTTT program involves geographical safety to paormit
the unobstructed operations of the PLAS offices and the Village
Land Reform cadre is anothier. The two concepts OT standards of
security appear to be conflict in some provinces and at lower

geographical levels for obvious rcasons.

proper precautlons.
defined and related to popul

This matter nceds co be resolved and quickly since this
Evaluator belicves that LTTT Operational Security along with
impiementing the program in Class I1i villages will have much
to do with meeting program goals over the next 18 months.
Therefore, this Evaluator would
taken up at the GVN Incter-ninisterial level
instructions can be send down through command channels to
Province Chiefs (and District Chiefs) to nrovide PLAS Chiefsg
as well as VDCs, with more adequate protection in performing
their LTTT program task. 16/

suggest that the wmatter be
so that more cleax

ed at the Vung Tau Seminar and Minister

make certain that land dispute
h administrative channels,

15/This point was stress
Than indlcated he planned to
decisions, made by the Judiciary or throug

reached the parties concerned quicly.

16/At the Vung Tau Seminar it was rcported by DGLA that oi the

00,000 he. yet to be distributed to farmers, 250,000 ha. are

in sccure areas; 100,000 ha. in insecure areas and 250,000 ha.

in contested area.



B, Communal Land

In retrospect it would have scemed desirable to have
included communal land expropriation in the initial LTTT
Implementing Decree rather than buying time in umid 1970, aad
now having to work out the policy aad procedural arrangemeats
as a sccond tranche. In this Evaluator's judgment the 1970
field reports of fierce opposition to communal {rented) land
expropriation from village chicis were partly erroucous 1n
fact, and duc in part to the village chicef's lack of under-
standing of how, when and how much the villages would receive
_in compensation, as well as how this sum might be invested

to provide village budgetary resourcus as a substitute for
current rent collections.

It is true that even today with a better general under-—
standing of the LTTT program as it will likely apply to village
lands, the village chiefs, in general would prefer to keep the
land as is. This laud is a secure asset and it provides village
people with a special status that traditionally has always been

applied to any land holder.

However, this Evaluator raised the question with village
chicfs: How can you maintain the position thagl¥chedlcogmunal
lands/ﬁ@guﬁﬁvgﬂﬁ 08 gﬁ&ioEhégbeiaﬁﬁeﬂomﬂﬁui%mfbrmtﬁn%cggnfs?
Mr. Village Chief, you arc a landlord! Their rejoinders had
generally been a smile, and then, hesitant acquiesceanse. DBut
their last words were: But we would still prefer to kecp the
village land. The compensation received might get lost in a
bank, or the Government might take it, or I would protect the

principle but how can I be cercain that my successor would be
as careiful.

The above.bit of dialogue is presented here to suggest that:

1. Village Chiefs prefer to keep the village land even 1f the
compensation investment return would amount to several times

current rent.

2. However, they don't have strong feelings on the subject
particularly if they understand that GVN guidelines will be
established for safe investment of the compensation and thac
{investment interest will more than equal current land rent

Therefore it is recommended that the Communal Land

revenue.
Communal

Decree and accompanying Circular be issued quickly.
land exproprilation will in efrfect reduce certain village chiefs
resiscance to the LTTT program in general and will have a spill
over offect on some village based landlords who are uncooperative

or who undgratandably oppose the program.
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C. Central Lowland Special Problems -

it 1s unfortunate that the GVN and USAID/ADDP did not
consider more fully (a) the special problem of smail landlord
holdings and concomitant, by the very small enpropriatlon arzczn
per landlord; (b) the relatively higher than-in-the-Delta
land values, etc., when the genercl policy was evolved leading
to the introduction of the LTIT legislation into the Natiomal
Assembly in July, 1969. As a consequence, landlord resistance
and coersion of former wcnants is uandoubtadly preaver in the
Cencral Lowland Provinces than in the Delta. Secondly, due
to the excessive ravio of farmer tillers to available paddy
land and its lower productivity level compared co the Delta,
the new farmer owner rccipients of the LTTT Program will
hard time to eke out enocugh farm family
income, albeilt they will be better off than before by not
having to pay iand rear. Thus the LTTT Progrem should, as in
the Delta, contribute to the total program's political goals,
and to scme extent, 1ts aconomic goals. lowever, it would de

highly desirable for the DGLA to give more atcention to program

. implementation in the Central Lowlands including the expropriation
of Communal Lands as soon as the appropriate legal authority for

the latter is provided.

continue to have 2

Further, the new small farmer operators°are, even more tihan
elsevhere, going to need other assistance irom the Ministry
of Land Reform, Agriculture and\FisheryjyﬁyedfgggﬁﬁB Credits

tallored to their special situarion. And gradually it is

cas

hoped tha:f come of the small tillers in these problem ar
can voluncarily be persuaded to move to Public Domain lands
thus relieving this area of its overcrowded farm population.
Expanding industrial development will also gradually suck

off a part of Lhis excessive population. Consequently, it .
would secem desirable for MLRA to be most lenient on the 15-
year farm sale limitation as the above possibilities hopefully

materialize.

Finally, to the extent the small landlords are compelled to
give up thelr excaess land at a formula price somewhat below
its farm (not site) market valuc, it would seem desirable for
the Central Compecnsation Committee to consider, within legis-
lative constraints, comPensation measures (such as total pay-
ments in cash) to alleviate the harsh bite of cxpropriation.
Tt 1is to be remembered thatr since the compensation bonds do
not- include a maintenance of value provision, it is most likely
that the later year maturing bonds will zmount almost to con-

£iscation.
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D. Handling and Penalizing Uncooperative Landlords

It would secem to this Evaluator that the situation involving
landlords who have at .this late date: (a) not filed proper form
B declarations, and who have (b) omitted oun their own volitionm,
. their ID numbers, (c) declared worship land falscly, (d) claimed
#0 15 hectarcs when they were not in
fact entitlcd to so declare on form A, (e) coerced former tenants
4{nto continuing to pay reat or pressing them into day labors, ctc.,
can no loager be tolerated if the LITT dis to maintaln its credi-
bility in the eyes of the small farmers who arc the victims of these

violations of the Law.

owner—-operator status of up

the above list of irregularities require differeant
forms of penalty actilon and, there may bc some nitigating circum-—
stances calling for restraints in penalty application. Neverthe~
less, the time has come TO act firmly and decisively on landloxd
violators and then to publicize widely, the actlons taken.

Admittedly

E. Channcling Landlord Compensation Payments into Productive

Investments.

sas hoped that landlord bonc funds

At an carlier perilod 1t ¥
n, could be transferred into

as a part of their total compensatio
GVN Public Enterprisc common stock, following the scheme put into

effect in Taiwan. Mopefuily this exchange can still be accomplished;

but much preparatory work remains to be done to determlne the net

asset value of the companies in order to set stock market values,
not to forget company nct carning projections. 17/

However, a morc lmmediate problem perepheried to the current
LTITT program opcration, but nevertheless important to the Nation,
is the problem of channeling the 30-35 percent of the ctotal .progrem
cost in the form of thousands of landlord compensation checks into
productive investment over che next two years rather than into

‘gcarce consumer goods.

There are possibly several snitiatives which could be taken to
sop up this llquidity of some 60 billion piasters between the
present and mid 1973. This Evaluator would urge ADB and its
agsoclated newly organized private rural banks to mount aggressive
campaigns to capture a portion of thils liquidity. Similarly,the

17/1t might also be noted here that the patented divesture of
viable public cnterprises could only absorb approximately 15%

of aggregate landlord compensation.



-19~

GVN Treasury could launch a campaign inticing the compensated
landlords to buy tax free, 21 percent interest Treasury Notes.,
With the anticipated accclerated flow of checks soon to move

into the hands of many landlords, the time is ripe to develop
plans to capture these funds, particularly planc appealing to

landlords other than the sophisticated Saigonese.

F. Land Records Management

ft i3 heartening to obsexve that the DGLA, with USAID/ADLR
assistance, is doing somcthing about modernizing land registra-
tion procedures and overall land records management including
a unified syscem of records management suitable

the creation of a
for future necds at the village, provincial and the Central
ior to the ‘launching

levels. Had such a sysctem been in effect pr
of the presenc LTTT »rogram, this massive program could have
been corried out much more smoothly. and rapidly. However, it

is to the credit of tinister Than, Director Genieral Tien and

the DGLA staff that even under the pressures of the LTTT program,
this program is being taken advantage of as a point of departure’
to initiate an improved records program for use of Vietnamese

generations to come.
G. Use of Aerial Photography

Modern technology has given DGLA a new method of land
identification and measurement in the. form of aerial photography.
At present, the unrectified photography being used is not
adequate to meet the more refined, longer range measurencnt
needs and as a replacement for on-the-ground cadastral surveys.
However, with careful checks of the current photos with the old
cadastral surveys wherc available, and adequate village spot
checks (ground measurements) of the photos in other areas, it

“would secem to this Evaluator that reasonable cccuracy 1is
possible to meet the needs of the present LTTY program.
the rectification of currently avallabie

as time permits,
photography and the photographing of the remaining non~-covered

areas, will provide South Victnam aq.cxccl]eqt storehouse o
J..'Ogf rurure angd i1dentiiligcacion and an mea ‘ué;emcm..
material /'L /L : e

And

11s LEvaluator woulu only suggest tha
recently complcted spot checking to determinc on-hand photography
_error should be expanded to other arcas of the country to

assure that the percentage of error already determined, remains

within tolerable limits.

18/Louis A. Kofiman, Civil Engineer, photogrammetrist of EARI,
Washington, D.C. 1s presently on a 90-day TDY in country to
assist the DGLA and USAID/ADLR in this technical area.
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" H. Taxation in the Villages

During the formulative stages of -.the present LTIT program
it was believed that as the $00,000 former -tenants became owner=
operators of the land they tilled, they would be willing to pay
reasonable land taxes, tied to the productivity of their land,
providing most of the tax revenuc SO generated was spent in
their respective villages for village administration costs,
roads, schools and othew infrastructurc costs as well as modest
capital projecus - local irripgation and drainage facilitles,

It is hoped that the appropriate Ministries of the GVN pro-ced
to establish a modernized and cquitable system of local taxation
which can be put into cffecct onc year after the current recipilents

of the LTTT program have received ownership titles to the land

they previously rented, along with the village farmers’who were

alrecady owncr-operators on March 26, 1971.

This arrangement would permit the Central Government to
reduce considerably the amount of subsidies currently used to

support village costs of operation.

I. Complementing the LTTT Program with Agricultural
Technology Marketing Cooperatives and Agricultural

Credit.

The present Vietnamese Land Reform program estahilshes a

solid foundation in which to bulld a-prosperous and efficient

rural economy, which in tuin is generally necessary to proceed

to a modern industrial State. However, land ownership in and
subsiscence form of family life

of itself could perpetuate a
unless concurrently, the farmers are provided adcquate extension
and zssistance in

service assistance including farm menagement,
creating their own production requisites and commodity marketing
cooperatives (wherc private entcrprise facilities are not
adequate), along with mecting their production credit needs.
This Evoluator recognizes that the MLRAFD is providing consid-
erable assistance of this kind (improved rice varicties, some
fertilizer, some agricultural credit, erc.). DBut more help 1s8' .
needed gencrally, and certainly in the Central Lowlands, to
assure that the ncw owaer-operators advance to the full pro-
duction potential of their management capabilities, their labor

resources and their land asscts.

And in this comnection, thils Evaluator would suggest that
non-governmental farmer organlzations such as the CVT/TFU, be
_encouraged to contribute to this nced. Somc measure of
pluralism 13 degirable in providing farm people with aggregate
resources end facilities to meet their cooperative requirements.

The Government does not nave to provide all outside-~the~farm



-21-

assistance desirable. It is too much 6f, a burden on Government
manpower and budgetary resources.,

J. Village Building

The present LTTT program has contiibuted much to village
building by the decentralization of operations and by making the
village officlals a partner in the total cffort along with the
provincial offices. It has been heartening to this Evaluator
to sce how well, with the expected exceptions, the village
personncl, strengthened Ly village land registrars, have reaponded
to the challenge of this comprchensive program. In facct, the
" present program could not have been carried out, in this-
Evaluator's judgment, without the significant contribution of
the village personnel. Conscquenily, it is hoped thac the
MLRAFD consider making the village land veglstrar position
a permanent onc in many villages in order to manage properly
‘and maintain village land records, costablish a sound and
equitable basis for local land taxes and so on. Further,
it would scem desirable to upgrade the position of the village
agriculturc and land reform commissioner and to further train
these persons serving in this capacity so thatr they can function
effectively as village agriculture extension agents. (This

proposal relates to point "I' above.)

Vietnam's history and cultural pattern are closely tied to
the village as a viable economic, political and sociological
unit. Since most villages arc made up entirely of farmers,
MLRAFD, along with other appropweiate Ministries of the GVN,
have great stake in village building so that the effect of
the current LTTT program will be lorg, lasting and beneficial
to Vietnam's futurc political stability and economic develop-

ment.



APPENDIX I

Consultant Guidelines *

OPERATIONAL

1. Evaluate GVN organization and field operations to carry out
LTIT with particular emphasis on Compensation. '

a. Is GVN most effectively organized to do the job?

b. Does DGLA have adequate mechanisms and is it using them
effectively to learn of operational shorttomings? Dee
DGLA respond promptly and effectively in taking corrective
action? 1In this connection, does DGLA have adequate

monitoring at village level?

Are adequate mcasures being taken to upgrade village

c.
level and provincial staffs?

2, Evaluate DGLA/MLRAFD system for handling grievances. Are
farmer and landlord grievances being handled efficiently

and effectively?

POLICY: GEvaluate appropriateness of present LITT policy in
Telation to enviornment for carrying out program in Central

_ Lowlands.

*'Prepared jointly by MLRAFD and USAID/ADLR.



APPENDIX 1L

Info for Weekly Summary Report
for 0800 Meeting, and for
Weekly Alrgram Report to AID/W

LAND TO THE TILLER */

Applications Approved

Titles Pfintcd
Tor Distribution

Period Number ' Hectares Number - Hectares
Oct. 1-15 7,116 8,753 9,095 10,729
Oct. 16-31 15,143 17,380 11.952 12,433
Cum FY 71-72 22],289 ’ 439,914 328;113' - 404,489

#*/ Based on Information Systems Center
Land~-to-the-Tiller Management Report.

Titlés Distributed

Number Hectares
15,449. 19,979
17,776 212857

235,707 292,818




APPENDIX III,

LTT Distribution Statistics

Application . mitles - Titles
Approved Hectares Issued Hectares Distri. Hectares
" Aug.28-Sept.30 2,432 3,857

October 2,724 /: 4,102
Noveubex 34,468% 45,106% 15,356 ‘ 19,841 920*. . 1,706%
December 21,566 " 25,961 18,940 ‘23,891 3,315 - 4,423
Jan. 1971 40,850 52,150 24,847 31,143 3,046 : 4,178
February 42,860 57,078 55,570 72,401 15,497 20,057
March - 33,912 41,058 35,966_ 49,052 24,189: 29,170
April 16,349 18,597 14,067 15,320 54,029 ‘ 67,746
May 21,417 25,386 21,132 24,076 14,480 . 20,246
June 32,749 ' 40,822 28,735 35,835 12,131 14,399
July . 35,861 43,438 38,846 , 46,395 12,960 14,007
August 32,891 ' 38,027 28,278 . " 32,532 41,239%% 47,800%%%
September 20,283 26,158 ‘ 16,133 .22,882 20,676 . 27,250
October 22,143 26,133 21,047 é3,l62 3;,225 ‘ 41,836
Cumulative 357,289 439,914 328,113 404,489 235,707 292,818

*Includes applications approved or titles distributed in previous months.
**Includes adjustment of 9,780 from previous months. )
%*%*Includes adjustment of 11,896 from previous months.

Sources: LIT Automated Data Processing Report

ADLR:11/3/71



