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Thils retired Foreign Service Officer has had long and varied
experience with organization, methods and systems problems with
the State Department in overseas areas. He has a fall under- -
standing of the difficulties encountered in the consolidation
of management control involving diversified cperations. -

He makes the following significant cobservations:

A. The CORDS organization was a “"crash" project that
proceeded directly from concept to process without = . .
the detailed planning and proe ~mming that is re-
quired for a major reorganizaiional effort. HE

B. There is nothing wrong with the concept of CORDS.f_It
can be made O work as an 1nteram‘orqanlzatlon,'
however, the internal administrative procedures of
the military and civilian establlshments should not,-
and cannot, be fused. . S S

C. The military and cxvﬁlzan operatlons should be separate
and intact with overall direction and coordlnatmon -
emanatlng from the jOlnt ‘headquarters, CORDS. .

D. 1In order for CORDS tc work properly, all agencies;
concerned should transfer an appropriate share of
its funds, facilities and manpower to an authcrlzed
man&ated organ:r.zatlon called CORDS. ' ‘

E. The biggest problem in initiating the CORDS organlm
zation developed from a general statement in the = o
agreement that formed CORDS which stated that forif _,__5
the time being each agzncy would support its own
people. MACV couldn't suppert its Civil Operations =



reople under the CORDE concept because the military
advisors (MAAG) received their support from the viet-
namese Army {ARVN) and had no internal resources to
pursue the CORDS mission. The fact that the military
had to be supported out of civilian resources created a
great deal of rancor and no small amount ¢of book-
keeping and accounting problems.

While not now possible, every Serior Province Repre-
sentative should be a civilian. The pacification
program can't be effectively carried ocut as 2 mili-
tary operation. The Vietnamese do not trust military
pecple.

congress and the General Accounting 0Office (GAQ) must
recognize and understand that abnormal conditions re-
gquire unusual cperations,

The Region is largely autonomocus and they've gone

too far in that direction-~they are too large and
should be reduced in size. People assigned, by
Saigon to Region, are sidetracked by Region officials
and are sometimes malassigned. This can be controlled
at top level. '

The need for 1anguage txalnlng is 1ndxspensab1e 1f
you are going to work outside of Saigon. :

ATC is a good school and is doing & good job. A setup
like ATC is far superior to the training at FSI in .
Washington. The training in Washington is good '
general indoctrination into the service, but it's |
mass production. Ideally, training should be done

as near the post as possible, but it will never work
at the peost because of the pressures to get the man.
on the job.
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PREFACE

The material conteined in this debrief represents the
personal observations, experiences, attitudes and opinfons of the

party interviewed.

‘United States Government in no way approve or disapprove of the

actions reported or opinions expressed; noyr gre the facts or situ-

ations reported verified.

The purpose of debriefing personnel returning from
Asian assignment at the Hawaii 4TC is:

1.

3.

4.

3.

To obtain general information which will be of
value to overseas trainees in their intended
assignment. '

To obtain specific information which will be of
value to overseas trainees in performing in their
spac?aities (agriculture, engineering, medicine,
ete. ), o .

To provide material for understanding the social
and cultural framework of a country, and its
particular and peculiar dynamics of social
change. And, as a correlate, to discover
customs, mores, tabeos, and other relevant
factors which affect interpersonal relation-
ships between Americans and members of a host
commmicy, . X

To accumulate a bank of new or updated infor-
mation for an institutional memory, for funda-
mental research and for application to future
development assistance programs. IR

To record information which may not have:beén'

made a part of official reports on the-functiaﬁs; ?.'

roles, frustrations, complaints, successes and
failures of AID Field Operations Personmel.

To provide other information suitable for
instructional purposes. For example, to - = =
identify problem situations of sufficient com=
plexity and significance to construct case B
studies for use in ATC problem-solving exercises.

In order to obtain frank and open discuésion, iﬁtar“f..
viewees are promised that every effort will be made to prevent
disclosure of their identity. For that reason, debrief reports

i

The Asia Training Center (ATC), the University
of Hawaii, the Agency for International Development (AID), and the



are identified by a code number, unless explicit permission is
granted to rewvegl identity.

In the event, for some legitimate reason, responsible
persons desire additional information regarding material pre-
sented in this debrief, the ATC in Hawaii will attempt to con=-
tact the person involved to cobtain the reguired information or
establish direct contact. Requests for additional information,
or direct contact, should outline the reasons for the reguest
and should indicate what use will be made of the information,
if obtained. .

Material contained in this report may uot be quoted im
publications or cited as a source of information or authority
without written permission from the Agency for Intermatiomnal
Development and the University of Hawaii. .

ii
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LSO LOGRE L2004
DEBRIEF OF A CORDS MANAGEMENT CCONSULTANT
{ADMINISTRATICN)
SAIGON, VIETNAM

1967 ~ 1968

Preparation and Orientation for Position

I am a retired Foreign Service Officer and have spent
seventeen years overseas with the State Department. I have been
in Vietnam on two other occasions as a Foreign Service Officer.
I joined AID to serve in Vietnam with 0CO just at the time it
w2s being reorganized into CORDS. I was told in Washington that
as the CORDS organizaticn had just begun, I would probably be
better off without any orientation. Washington didn't know just
how this new organization was going to be set up and organized--
they had very little information about it. Because I have had a
lot of work experience with the operation of consolidated over—
seas administrative programs, they felt that perhaps I could be
of some assistance in helping with the new organization. I _
arrived in Vietnam just about the time CORDS was getting started.
as an organization. :

Opinion Regarding‘CGRDS

I went cut to Vietnam with an open mlnd as to what I
was going to find. Wwhen I first heard the details about CORDS
I was horrified over the thought of consolidating military w1th'
civilian operations. In the Embassies where I‘'ve worked Zor a
good many years, I have found that it is very difficult to con- .
solidate a military procedure with & civilian procédure. When
I got out there I found that this was exactly the situation.
The State Department has been working on the theory of consolxw_ _}'
dation of administrative work for all civilian operations for
years. Even as far back as 1950 they were thinking in terms =
of consolidating administrative work and eliminating segarate_-{ .
administrative setups in each of the agencies in the Embassies.

I'm firfaly convinced that this is the future of overseas-opeg31:   :

tions. It eliminates a great deal of unnecessary work, can -
eliminate extra bodies; and a uniformity of admlnzstratzveropara~ f
tion within each post ¢an be developed. - e

President Kennedy--I think in a letter from the White
House dated April 29, 196l--stated that the Ambassador will he
the "boss® at each post. Based on that, the State Department
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tried to enlarge on the joint administrative/support concept.
When I arrived in Vietnam, I found that basically that is what
they were attempting to do in connection with the establishment
of CORDS. It was an attempt o consolidate the total eperation
under one head instead of having each of the American agencies
fighting each other. Thus, in theory at least, you have a more
efficient operation:; it should be mcre economical, and in the
long run more effective.

I found that the scbiect of CORDS was Jjust about as
controversial as the Vietnam war. People had very strong ideas
about whether CORDS could be workable or not. I head a lot of
criticism about the fact that, under Ambassador Porter, OCO was
just getting ~tarted and that it was a good operation. Then
all of a sudden, I think in May, 19537, when the President met
with General Westmoreland and other high officials, it was
decided that 0CO would ke eliminated and CORDS would be esta-
blished with the idea that there would be an over-all plan of
consoclidation which would include al' civilian and militazy
agencies out there. I think within each individual that works
for a particular agency, for any period of time, a feeling of
loyalty develops to that operation. He resents giving up autho-
rity or losing the identity of being connected with that parti-
cular cgperation. The old-line AID people hzve an intense loyalty
to the operation and they resented turning over their authority
to an outside agency. It was veryv difficult to get USIA to
merge their operation into any setup where they would lose their
identity, so to speak. It was aimost imyrossible to get CIA.
into » master crganization such as OCO. Then, on top of all
those difficulties, to try to get the military operation thrown
into the kettle to make up CORDS was a monumental task.

X have a number of specific instances that I might
mention that, I think, might illustrate some of the difficulties
that were involved in the early stages of CORDS. I will confine
my remarks to the administrative side, I don*t want to get into
the program side. In CORDS we had, in addition to the Manage-
ment Support Division (MSD), a number of the programs--Public
Bealth, Refugee, Public Safety, Pzy-Ops, New Life Development.
Each of those operations were broken-down into two categories—-
administrative coperations and line operaticns. To me, administra-

tive operation is non-productive work. It's terribly nscessary,_ S

but administration, as such, does not producs anything-—-it
supports the people who produce the finished product., We have

to keep in mind that we have this split all through the wnole
organization. 3o let's just talk now akout the administrative
setup-~the mechanics of it--the managerial, not the actual lipe
operations.



In order to set up an organization of this kind the
first thing we had to do was to get the proper organizaticnal
charts set up to establish lines of authority. CGRDS as such,
is an organization in name only. It has no asseta of its owng
it has no authority:; it can't buy or sell anything. Everything
we did out there in the administrative operation of CORDS was
done through some agency. For example, all of the materials
that came out there came from one of the agencies--USIA had
their procurement lines of authority and they brought their
material in: AID, of course, the giant on the civilian side,
had their own lines of authority and brought their material in.
CIA zlso had their own lines of authority, as did the Departmens
of Agriculture. Then, on top of that, we superimposed CORDS.
This meant, in effect, that CORDS had to work through these
agencies.

One of the first problems we faced waz trying to _
establish the lines of authority of the administrative cperations
of CORDS. In order to do tiiat, we had to work out procedures
sc that there would be no overlap in the work that was to be
done. We finally weorked it out to where requisitions, for
example, would come in to the Management Support Division of
CORDS, (MSD} and would be screensd thers. Under MSD we had
communications, which is one ¢f the most important aspects of
CORDS. In this area we wers attempting to set up a2 complete

network of communications between Saigon through the regions 335'1. "

down into each of the provinces. VWhen I left there, we had
teletype operations into approximately 30 previnces. Since

that time it’'s gone up tc 38 and they hepe this year to have
communication lines into the other six--this would give -
complete communications into all 44 provinces. In addxtxon, we
had radico communications covering the country. This operation
vas headed up by a large staff under‘MSD. S -

e The 30 million dollar Air America contraet was also
&ﬁmznlstered by MSD. We had one section of MSD called Airops
that laid down the ground rules and adminjistered the aperatlcn _
for Air America for CORDS. This service was for CORDS-~across
the board--which inciuded military (MACV), and the clvzlzan
agencies in CORDS. There again, however the contracts—-the :
actual work-~and the expenditures involved in getting material
for each of these proiects were done by the segarate agencias-—

no” by CORDS. We only administered. -

We also had a personnel setup which caused a 1ot of
trouble because in the early days AID had the responsibility
for all persomnel work for their people. ¥We finally managed
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to get a personnel office going and, when I left there, it was
on its way but still had a long way to go. What we wanted to
do was to draw more and more of the personrel functions away
from ATD and handle them across the board in CORDS as a unit,
rather than have AID do all the personnel work for AID people,
Usia for USIA people, and on down the line. Of course we
ipmediately ran into the problem of merging with the military.

Then we had a General Service Operation, which is
another part of MSD. This provided material and administrative
support for the Saigon area and the Regional Offices. CORDS
also managed a records and files section, which was a joint
venture, but was not on its feet when I left--it was satill
operating under the handicap of decentralization. We hadn®t
yet reached the place where we could draw in all the files for
CORDS~-~they were still scattered all around the place. In
addition, a motor vehicle operation was part of tha MSD set-up,
which was handled largely by AID but the overall authority of
assigning vehicles to the posts, to the provinces, and to the
field was the responsibility of MSD. This covers the major
operations that we had in the Management Support Division. So
there you hawve MSDh--the administrative nucleus of the CORDS
operation. Again, CORDS, since it owned nothing, had no property,
and no actual authority to make any procurement or any commite
ments at all, had to go through the other agencies. That, to
me, was the great problem that existed at that time, and will
exist, I'm afraid, vntil there is a completely revised and
refined procedure set up to cover this monumsntal endeavor.

Let's go back a little bit now to the formation of
CORDS--maybe I can connect some of these things together. When
CORDS was ereated, it was a crash project. There were no
procedures set up at all to guide the operation. In other
words, the determination was made that CORDS would be created.
After that determination it was taken for granted that resources
would come and procedures would be set up. There was no advance
planning. It was believed that we were winning the fighting
war but were losing the pacification program. You would read
and hear that there was no point in winning a military war if
we are going to lose the civilian support. Pacification at that
time was handled by OCO under the guidance of Ambassador Porter.
No one would argue that pacification can ever succeed without
sufficient military security. The security aspect of the
pacification program is of such importance that it would fall
fiat on its face in the absence of proper protection. We
can't send civilians cut to the provinces; we can't do any build-
ing; we can‘t do anything until there is military security.

-l



In other words, the pacification people have to go in behind

the military people. In the absence of a military victory,

there can be no pacification program. President Johnson and

his advisors apparcntly felt that the pacification program

was not geing at the pace he wanted it t¢ go. Apparently some

of the President’s advisors prevailed upon him to adopt the
theory that if we could have one overall organization to handle
both the military and the pacification, the security aspect of
the pacification program would be given more impetus; there
would be a giant pooling of manpower, and that we would do away
with the two-headed operaztion of the military on one side and the
civilian on the cther. So ordsys wsre issued that Ambassador
Porter's operation was to be zliminated, as such, and be trans-
ferred to a high-level civilian who would share the responsibility
of pacification with General Westmoreland.

General Westmoreland and Ambassador Komer were given
the responsibility for developing an effective pacification
program. On the MACY corganization plan you'll f£ind Westmore-
land's name appearing in two places--zt the top, where he has
overall authority of the fighting war; down lower onr “he chart
you will find that he zlseo has direct authority for the paci-
fication program. That, in effect, merged civilian and military
operations under one head, Ambassador Xomer then was the
deputy to General Westmoreland in charge of the actual operation
of CORDS, which involved both military and civilian. It is a
most unigue sitwation and a complicated setup. You have General
Westmoreland in charge of the whole thing and then you have
General Westmoreland and Ambassador Komer in charge of the
organization known as CORDS. So, the pacification was actually
put under General Westmoreland, but to remove the stigma of
having a pacification program entirely under the military, it
was arranged in such a way as to appear that Ambassador Komer
was actually put in charge of all pacification but if you leock
carefully you'll find that General Westmoreland is actually
above Ambassador Komer. That's the situation as it exists now.

As I said, CORDS was put into effect without any
preliminary planning and no procedures were worked out, so they.
had to staxt from scratch as scon as it was announced that CORDS
was going to be created. The name itself created a lot of
syebrow raising and snide remarks--"CORDS--what do you mean by
CORDS?% It was quite cobvious to us that it was a name created
to indicate that here was an operation intended to tie in and
consclidate a number of functions-#CORDS." The acronym actually
means Civil Operations of Revolutionary Development Support.

The "Civil Operations® was understandable, but when it came to

S



the “"Revolutionar; Develcopment”, that was something that a

lot of people just didn't like. I perscnally don't know why,
but they insist on calling it Revoluticnary Development. When
yvou're working in Saigon and you have nothing else to talk
abcut in the evening after dinner--especially after a couple
of cocktails in the cfficers® club--yvou're bound to gravitate
to a discussion of academic problems, such as whoever thought
of the name CORDS. 1It's ore of the rhings that makes conver-
sation.

The organization of CORDS since it began with a
directive from the President was in very general terms. 7o
illustrate the generality of the agreement, which formed CORDS,
there is 2 paragrzph that says "for the time being" each agency
shall support its own people: they shall prcvide their respec-
tive personnel with vehicles, housing, etc. This “for the
time being” clause was bad because it indicated clearly that
it vas just a transitional move--that scomething else was
going to come. Bear in mind, now, thatthis was a top-level
agreement, approved by each of the agencies under considerable
pressure, that says “for the time being® these agencies shall
support their own people. That means that the military would
provide all the vehicles, typewriters, paper, pencils, ete., that
each military man would use when he was doing work for CORDS.
It meant that every AID employee would be provided the material
that he needed to work with from AID; it meant that every USIA
man or officer would be provided paper, pencils, cars and
everything that he would need frcn his own parent agency,

Now, in making my trips around the country, I visited
some 23 provinces--I*'4 say, “Hov's your motor vehicle situation?"
The civilian AID man in charge would say, "PFine as far as our
civilian requirements are concerned. We just received more
Scout cars and everything’s fine, but I'm short of cars for
my military counterparts."” 1I'd say, "Xsn't the military
providine any cars to their own people?” He'd say, “"No; they
havan‘t gotten any.* Qut of some 23 proviaces that I visited
I found only one or two cases where any autbmobiles had been
provided at all to the military people who were asszgned to
CORDS. Zven in cases where there was a militacy man in Zharge
of the province, he was not provided with a car from the mllztar‘
Further, I found that, from the military zspect, the vehicles '
would have to he provided to the provinces by ARVN, not hy MACV,
That goes back to the old MARG, which meant that the cars would
be given by USARV (U.5. Army, Vietnam) to ARVN, and ARVN in
turn would make the cars available, in theory, to the military
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pecple who were assicned to the Provinces to work with CORDS.
Since no cars were available from ARVN, I said,"We'll just
have to forgat about the agreemeont. It doesn't matter whether
a man is wearing a military oniform or a civilian suit; he's got
to have wheels. He can't get aleng without them.® We would
try to work it out so as to give each province encugh vehicles
to take care of their needs, regardless of whether they were
military or civilian. ¥When the LJID people in Saigon found out
about this, they really hit the ceiling. It got so bad there
at one time that orders went ocut from AID/Saigon that "Until
2ll AID vehicles assiguned to the military are returned, CORDS
will not get any more vehicles." Uader this order, we would
have had to take azll the cars away from the military people,
both in Saigon and in the f£ield, in order to appease the AID
people in Saigen before we could get more cars. It really got
quite bad. We got arcund it later by assigning the cars o an
crganication--we wculd assign x nwibker of vehicles to each
division, not to individuals-—~the indiwviduals in eath program
wonld use the car that hnd been assigned to the unit, rather
than having them acsigned to the individual. That merely
illustrates one of the problems there--it went all down the
line, Typewriters, desks, chairs, paprer and pencils--none of
those things were provided to the wilitary people by the
military. AJD, USIA or a civilian operation had to provide
the things that the military should have provided.

There were a nurber of reasons for this. The getup
of the military is basically to fight a war, not to handie the
pacification work--which is understandable. They were not
administratively geared to support the pacificacion effort:
properly. They ran up against the problem where thev had to
go to ARVN in order to get the materials nceded. AID, on the -
other hard, had a tremendously effective supply system in
Saigon. I have nothing but admiration for the AID program
there. They received material by the tons, werth millions of
dollars. They were in the procezs of building large waxehcuses
when I was there and I wnderstand that the work has been
completed. RID had a system where a requisition would come
in, e checked, filled and on the way in a very sheort time.

We would receive word from AID saying that they had 500 Scouts
coming in and wuld ask how we wanted them distributed. We '

would work it out with regions-—-so many to each region, and ¥ R

would b2 sent out immediately. It was a case where AID had the
facilities and the means of getting the material, but the
military did not. 8o, a good 90 per cent of the material used
in CORDS, by CORDS personnel was provided by civilian agencies.

-



Now, tc carry thiz further, I assisted in msking the
move when CORDS was transferred f£rom Saigon to the "Little
Pentagon" at Tan Scn Fhut. We assumed that the military wae
going to provide furnitures for Ambassador Komer and Wade
Lathram ané =2ll of the eiciments of CORDS that were going to.

e placed in the new building. A short time before the move
wag actually mads, I was tolid, much to my surprise, that the
milivary Just didn't have the desks, chairs, cabinets, ete.,
and that AID wouid have to provide them. The AID people
fought it tooth and toenail and were very unhappy about the
fact that their desks and chairs were going to be placed out

in a military compound. We finally worked it out by assuring
AID that we would inventory every single item that was sent
to the MACV compound and that as soon as the military got
their material in, AID would get their degks back or else a
trade would be made. We moved truckloads of desks, chairs,.
file cabinets, typewriters--~all the material that had been .
used in the old building out to the rew compound. So all the
material that was being used by CORDS at the military compound .
belongs to AID, not to the military. It's difficult to answer
your question as to why this is--I don't know why. They say
that they just didn't have the equipment, hadn't ordered it,

and hadn't planned on it. Sc¢, when the chips were down and we
had to have furniture, AID had to prov1de 1t.

The AID people were gxeatly concexned abcut the
criticism that would come from Congress about the lack of
records and inventories, but it was an impossibility undex
such circumstances to maintain the type of records that were
needed. We talked about conducting an inventory. It TAS

agreed that it was just impossible to conduct an znventexy'unlessj”*'

you could stop the war. To conduct an inventory you've got to i
have eut-off dates and make_yonx counts and reconcile your '
figures with your shipping documents, etc. It was 1mpcssxhlé
to do that so I do hope that Congress will realize what great
handicaps AID, and all the ul?lllan agencics, operated under .

and that it was just impossible to maintain proper inventories. E

If you're going to get the job done, you have to take ahort-'“
cuts: ycu have to mske material available to the psople you

ol

The talk about all the corruption that was going'on
out there in sSaigon. I personally saw very little of it and _
certainly not amrung the Americans. It was just the idea that ._**'
you had to ;-¢ a job done and you did the best vou could. You
just shut your eyes and did your work without worrying methar
you were using a typewriter that belonged to one agency or
another or whether the car belonged to the military or civilian. -

-
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But, from the accountability standpoint and trying to work
out budgets, it's wvery, very difficult.

Now i'd like to get into another, but related,
aspect of CORDS. One of the more widely discussed aspects
of this whole organization is how can a procedure be worked
out whereby you can have the aassets of a number of different
agencies all thrown together with the intent of carrying out
one specific purpose. From an organizational standpoint, to
me it was just almocst an impossibility under the present setup.
As I said before, here was an operation called CORDS with no
real authority, no assets of its own--it's a beggar. It has
to beg, in effect, for everything. Each government agency--
USIA, AID, Department of Agriculture, etc.-~--has to submit
separate budgets to Congrdss. The money then is given to that
particular agency and that agency has a direct responsibility -
for the proper expenditure of that money. Ewverything that's
purchased from funds provided an individual agency must be
accounted for. According to the present budget concept and
GAO decisions and regulations an agency official does not
have the authprity to give away the assets of his organizatiohu
AID, as an example, in carrying out its budget responsibility mus-
be accountable foxr the proper utilization of the equipment and
supplies that are purchased from the funds that Congress gives
it. USIA also must do that. If those agencies turn over
assets to any other operation, the owing agency loses account-
ability. USIA, in particular, was very reluctant to give CORDS
authority to use its equipment. AID, even though they made
equipment available to CORDS, kept the best records they could
as to where it went. It was assumed that somebody, someday
would have to be accountable for all the property. Seo, from
an administrative standpoint, it's a very difficult problem.

The same thing applies to people. How far can an
agency go in hiring people and then loaning them to an intan-—
gikle cperation called CORDS? Who is responsible in the long
run for that individual? Can AID and USIA and all the others
just turn their people to CORDS, and relieve themselves of all
raesponsibility for that individual? Those were the kind of
questions that were constantly brought before us. Now in the
various Embassies throughout the world that problem has been
faced a number of times. Bubk, it's been faced under peacetime
conditions where one had an opportunity to work out agreements,
responsibility and accountability. But in setting up CORDS,
there were no such agreementsworked out, and it was obviously
impossible tc work them out under the circumstances. That's
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vhy, I think, there's probakhly heen a great deal of criticism
aimed at CORDS. I've heard people criticize CORDS from cone end
to the cther. Those same people, incidentally, who are the
most vociferous critics, seem to have never really thought out
an alternate plan. VWhen I talked with these people iI'd say,
"Well, I know CORDS is in a mess. What could you de to create
an coperation which would really be workable?" It was obvious
that the people criticizing CORDS were thinking strictly in
negative terms--not constructive. I wondered whether such
criticism was based on reluectance to turn over authority to
somebody else?

I have a few more examples that 1711l throw in here.
One problem I had was to work out a procedure which would
cover the issuance of guns and ammunition--it sounds like a
small project but it turned out to be quite a large project.
Department of State, USIA and AID regulations provided that :
private guns could be in the possession of individuals, provided-
they were properly registered with the local government and care
taken that they would not be used contrary to established rules
and regulations. There was no provision for the issuance of
official guns to those people. On the other hand, MACV had
a very strong regulation which absolutely prohibited any
individual from having a gun in his possession, other than an
officially issued gun. You had one set of procedures issued
by the military and another set of procedures issued by the
civilian operation. In spite of the fact that I was trying to
work out one precedure to cover CORDS, I couldn't do it because
of the conflicting regqulations. I ran right into a brick wall--
neither would give--the military felt that they could not give
on theirs and the civilian side felt that they could not give

on theirs. 1 ran up against that kind of thing almost constantlg'_f"“

I had another case where I was given an assignment
to work out a detailed procedure to cover the internal security
for the protection of classified documents in CORDS. When we
got together, we found that there were differences that were
very difficult to work out. As an example, under military
procedures, when you pass a secret document from one individual
to another it has to have a classified cover sheet on it which
had to be signed. On the civilian side, you don’t have to do '
that. The Regional Security Officer of the State Department
who handles security for AJID and USIA and was working with
CORDS, felt he could not yield to the extent of adopting the
military regulations. The military felt that they could not
yield to the extent of adopting the eivilian regulations,
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Finally X worked out a procedure after a number of changes,
which I thought would accommodate both civilian and military
requiremeats. The arrangement provided that when a secret do-
cumeni was prepared, the civilian regulations of the Regional
Security Office would govern as long as it remaired 4n the
civilian hands. when the document was given to a military
man, he would put & cover sheet on it, sign for it, and from
that time on it would be a military document. That was the
only compromise I could get. I finally worked this procedure
up to the point where it was really two procedures in one and
sent it up to Ambassador RKomer. Anmbassador Komer slapped it
down with a very strong note written in longhand saying,
“This is not what I want. I want a procedure which fully
coordinates and consclidates the intermal security operation
as one set of regulations. I do not want two--one civilian
and one militazry." So, it came back down and I had to start
over again. When I left, it was still not accomplished. We .
just couldn't do it. B

The military could not issue, under the;r reguia~-
tions, a vehicle to anvone below the rank of colonel. In
CORDS, lieutenant colonels were assigned as division chiefs.
Under civilian regulation, a division chief is entitled to
have a car ass;gned to him. But the military insists that if
an officer is below the rank of colonel, they will not assign
a2 car to him regardless of his assigned pesztzon. There are
numercus instances of a direct cenflict in the regulations be-
tween military and civilian. It‘s not too difficult to find a
coxmon denominator between the civilian organizations--it's
been done in the embassies for a good many vears. There are
a great many common dencminators in the administrative opera-
tions which are very similiar. Bach agency can give & 11ttle
and take a little and still operate within the framework
imposed on the chief of that particular governnent agency.

But, under the military, that'‘s nct the case. It really
surprised me to find how different they are from civilian
agencies in their procedures. Many of their procednxes and o
methods are superior, in my opznzon, to the civilian. Their
accountability, in many cases, is more effective than the o
civilians. On the other hand, I think there is a great wagts
of manpower in the military. Their procedures are based
largely on the fact that they have plenty of manpcwernwwhinh
was demonstrated all down the line. They had enlisted men to:
do the typing, write memoranda, reports, etc., while we were
fighting to get a stenographer. We had one stenographer for
the whole of MSD. The military can overshadow civilian agencies



simply because they have almost unlimited manpower. I'd

be called into a meeting to represent CORDS on some particular
problem and when I arrived I would find thst there would be
four or five lieutenant colonels and colonels sitting around
the room. The £first thing I knew they had picked up the ball
and run with it--a part of the project would be assigned to
each officer. They'd say to me, "We'll have this worked up

for you and we'll give you write-up.” There isn't much you
can do--you have to accept that. Sure enough, the memo would
come to me, I would clear ik, change it the way I'd want to and
then they'd work on it. But it would come cut as a MACYV memo--
in other words, they completely overshadowed us by the fact
that they had more manpower.

The criticism of CORDS, I think, to a large extent is
unjustified. I think that CORDS, as an operation, can be made
to work but I think that a major change will have to be made
in it. I think that the cperation of CORDS will have to be :
basically 2 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. The correspondence
system for the military and for the civilian is entirely
different. Even the method for writing a memo in the military
is radically different from that of a civilian operation. Try~
ing to consolidate the two is like mixing oil and water. As I
see it, the concept of CORDS operating as a unified head in
carrying out the pacification program in Vietnam is the proper
goal to strive for--not have the State Department, AID, USIA,-—
each agency setting up its own separate administrative operation.
They should merge together under one head and give CORDS a clear .
mandate with authority. In effect, each agency would pool its
assets, manpower, and funds, then assign and transfer those |
assets in a pool to the proper cfficials in CORDS. On the other
side, allow the military as a partner to do what they're supposed
to do. As I see it, it's almost impossible to merge together
the civilian and military operations into one. The line of
authority at the top shouldn't be difficult--you could still
have the two sets of procedures, but let the civilians operate
under civilian procedures and the military cperate under the
military procedures. I can, of course, see many difficulties.

When I left, CORDS had 450 positions vacant out of a
1,350 complement, As a mesult, we had many Prov Reps who were
military people and, of course, many other positions had to be
£filled by military people simple because we did not have the
civilian bodies out there to do it. When a military officer
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is put in charge of a province, he immediately wants to operate
under the military procedures. He's accustomed to military
regulations and feels that they are the best. On the other
hand, when that military officer passes on to another job and

a civilian is put in the job, then his successor will want

to operate under a civilian set of procedures. It seems to

me that in having this “oil and water®” problem to face, scme-
one will have to make a decision kefore long that certain
procedures will be followed. If time were availadble to work out
a complete set of manuals, taking out certain sspects of the
military procedures and certain aspects of the civilian proce-
dures, that would be the ideal situation., But, as I see it,
CORDS is a temporary operation and I don't think we would

want to get into it that deep. At the same time, trying to .
operate under two sets of procedures makes it extremely difficult
and almost unworkable., Still, I feel that the concept of CORDS
is good. We've got to have unified control and unified operation
2nd you're only going to get that by an operation such as 0CO

or CORDS.

To me, OCO and CORDS were very similar--the cnly
difference really is that under CORDS the military was brought
in as 2 integral part of the cperation and the overall respon-
sibility and command for the operation was 2 joint military
and civilian contrel., Under OCO it was strictly a civilian
operacion--it was a cooperative venture with the-military.
There are certain parts of 0CO that could be put into sffect
and there are certain aspects of CORDS that could be put into
effect, a ccombination of the kest features of eadb organxzat&on
might be the answer. .

The program work of CORDS, as I see it, was not
seriously affected because, regardless of the administrative
setup, each program had the responsibility for carrying ocut
its own work. PSD (Public Safety Division) is an example, BEERSS
even though it was part of CORDS, it was still 100% AID. - There
was no change in their operation--the nature of their work
coentinued the same way under CORDS as it did under AID. In
the other operations, -~ NLD, PsyOps, Refugee Public Health, .
Chieu Eol -~ the program work itself was carried out by,experts_
in their respective fields, but it was necessary for them to
coordinate at the top and receive policy guidance. Once a
policy was enunciated and the determinztion was made to go
ahead into a certain field, then the experts in each program
would carry it cut. So I don't think the programs are seriously
affected whether they‘re under CORDS or 0OCO. :
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The big problem in CORDS, therefore, is on the
administrative, not the program side. You have these programs,
very similar to the Air Force, the Navy and the Army, brought
together under one head, the Department of Defense, but each
with its individual way of doing things. I wouldn’t be a bit
surprised but that concept probably influenced the ereation
of an organization such as CORDS. General Westmoreland,
Anbassador Komer, probably Ambassador Porter, Ambassador
Bunker--all of them--probably had in the back of their minds
something akin to the Department of Defense, In effect, you
¢an see a similarity in the creation of CORDS with the Pentagon.
In the Department of Defense, however, you're dealing entirely
with the military-~there was no attempt on the part of the
military or the Pentagon to take over any part of General
Services Administration or the State Department. In CORDS,
however, they went a little bit tooc far. They created a
Pentagon setup plus taking over the civilian operaticns. If
we cculd still have the Pentagon concept, but have it limited
to the civilian agencies, then have the military tied in at
the top more or less in such way that the military people could
still wtilize their military procedures, I think that it would
be an excellent, workable situation. A person might say that
that is just what they had back in 0CO, but it wasn‘'t exactly,
as I understand it. Under OCO it was not under a single head
because the ambassador was in charge of OCO. The General,
in a situation of this kind, is under the Ambassador only
insofar as certain aspects of the military work is concerned.
Ee is not under the Ambassador when it comes to fighting the
war. 5o thers was not the coordination at the top that was
attempted under CORDS. 1In CORDS, in order to get the desired
coordination, they actually put the pacification program under
the military: but by dotted lines and other charting dev;ces,_'
the Ambassador also retained his authority rlght down lnto the
CORDS operaticn.

As far as CORDS is concerned--as an organization--1
think that there is a definite future for it. I don't know
whether I've sounded too negative or too critical. I‘ve . '
criticized people for being s¢ critical of CORDS because we® ve
got to give it a chance to work. 1In the time I was there, 1
saw a tremendous improvement in the work we were doing. I
think if we give CORDS an opportunity, it will do what it is
supposed to do, centralize authority and create a2 unified
command between the military and civilian agencies. The fact
that I criticize it doesn't mean that I would be in favor of
scrapping it--I wouldn't., I would be in favor of making changes
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and refinements. Now we're irying, with what little history
we have, to pick out the flaws in it and correct.them. In
discussing this with a number of my colleagues, as far as I
can interpret their feelings, they are convinced that the
migstake was trying to integrate the eivilian and military
procedures—-~the people aren't too much of a problem. If a
person really wants to do a good job, he'll do it in spite of
the procedures and the physical limitations. Buvt when you
tell a militz-y man that he has to follow civilian procedures,
or if you say to a civilian that he has to follow militarxy
procedures, you immediately encounter a tremendous problenm.
Even in handling the files and memoranda: writing a letter;
following security regulations—~there is a great deal of
difference between military and civilian procedures and
regulations., It seems to me that we couvld still accomplish
the same thing by keeping the military operation intact and
the civilian operation intact, but have them cocordinated at
the top. In other words, the military could be operated as

a separate division of the operation rather than trying to
merge them together.

I hope to have an opportunity to get back to
Saigon. I want to go back. I like organizational work and
this, to me poses a challenge to anyone., I'd like to have
an opportunity to work on it some more, but with the recent
trouble I don't know what's going to happen. I'm very
discouraged right now--reading the papers and all. I'm
afraid that much of the good work that was done by CORDS is
going to have to be redone, That's a pity--we were just
getting started. 1

Observations Regarding CORDS Field ogegations

Operating procedures in the provinces were left
largely to the Prov Reps. They were given briefings in
Saigon and in each of the Regional Cffices, but when they got
down te the working province level, they were pretty well on
their own. We had no operational uniformity. I think, when
I left there, some 40 per cent of the provinces were hpaded
up by military and about 60 per cent by civilians. If a.
military man was in charge, he had a civilian as his deputy:
or if a civilian was in charge, he had a military man as his
deputy. That meant that where the military man was in charge,
the office followed the military pattern pretty well. Where
the eivilian was in charge, the civilian procedures were pretty



w2ll followed., My visits to the field were for several
purpcses. One time I made trips arocund working on communica-—
tions reguirements for each of the offices. Again I went around
to heip set up impressed funds-~petty cash funds, so to speak,=--
and to set up an audit system. Since most of the funds for the
provinces were AID funds, we attempted to use the AID proce-
dures for safeguarding the records and funds. We would go

out, sit down with the Prov Rep and explain just exactly

what he'd have to do. How he'd have t¢o have receipts to show
for the money expended and how he’d have to make out a
replenishment voucher and send it in periodically; then the
monay would come back to him, As individuals, all of then

were extremely anxious to do the best thev could, but you

could see that a military officer immediately found himself
burdened with a whole lot of paperwork that he resented very
much-=-he didn't like that. A military man could be forced,

of course, to carry ocut the AID procedures:; if he didn't, he
didn't get any money. But he didn't like it. Since there

were no clearly defined lines of authority down to his office,
eafyProv Rep would set up his own procedures. Now, to a certain
extent that's necessary, but we all agreed that there should

be general guidelines for the manner in which each province
advisory team would operate.

We started out sometime ago to try to set up uniform
organizational patterns. We had the organizational pattern
completed for Saigon. Then I worked in each of the four regions
and we developed organizational charts for the Regions. But
there were no organizational charts developed for the province
level. We finally devised an organizational chart establishing
2 senior Prov Rep and a deputy (actually the assistant for
the plans and operations). We had all the administrative
operation set up as part of the advisory teams. Then there
would be, ultimately, representatives of Chieu Hoi, Public
Health, Refugee, PsyOps, RDC, PSD, NLD and maybe even military
intelligence people there. From there we planned to go down .
to the district and hamlet level. Parts of the organizational
chazts have been completed but not implemented--largely due to
the lack of manpower and lack of time to work out the agree~
ments and basic principles.

The people assigned to the provinces .ave taken an
awful beating. I just can't praise the workers in the province
enough., A raid took place when I visited the northern province
of Quang Tri. Every week or so there would be actual fighting



right there along the river in Quang Tri. The people waded
around in the mud rebuilding their houses even though they
were under constant pressure. It's really amazing how they
were able to keep their morale up, stay there and continue
carrying out their work. It's so differeat from Saigon and
even the regions, where there is relatively nice housing to
live in and nice offices to work in. 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. 8o we've got to give
flexibility to the Senior Prov Rep; we've got to let him work
up procedures and programs which will fit his particular and
uniqgue situation. But, at the same time, we've got to give
him enough guidance and direction so that there will be at
least some similarity in the provinces. This is particularly
necesgsary in attempting to work up plans and budgets. Even
though the Prov Reps resent it when they're asked to give an
idea of what they’ll need in the next six months or next year,
how many vehicles, how many for replacement and how many new
vehicles, how many typewriters, how much paper and pencils,
they'd say "We've got tco much work to do, we can’t sit down
and do that. How do we know what's going to happen a year
from now?" That's a good guestion, but the lead time on
supplies going ocut there can run as high as six to nine months
for wehicles and some of the larger items. Somebody, some~
where along the line has to sit down and give an estimate in
order to get the pipeline started. Then you've got to keep
this material coming in on that pipeline. If the provinces
can't, or won't, supply the home office of CORDS, AID--and
the other agencies--can only estimate their needs. Unfortu-
nately, that's what we had to do in a lot of cases,l Now,
in the MSD of CORDS we did have a small logistic setup but
we were never able to man it as it should have been. It had
two pecple in it at the most--one civilian and one military.
That section was supposed to be able to project, from six

months to three years ahead, all the basic supplieS'anﬂ}equipafffu-

ment that would be needed so they could get in the pipeline
and get out. We've got to get more people out there--people -
that are dedicated to the extent that they rscognize that
they're going to have to sit down and do paperwork to project
their needs even though it is a chore to them. They'll have
to use a crystal ball-if they don't, scmebody will have to.

lpditor's Note: See Debrief Report No. 15681,
topic heading Planning Problems and Logistics, pages 24-26.
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Otherwise, the first thing vou know they're cut of cars and
all the supplies they ~esed; and then they put their order in
to the headquarters and find that the warchouses are empty.
On problems of that nautre, the information must come from
the provinces--either from the provinces or someone has to
second-cuess them.

I think (and the people I've talked with are in
complete agreement) that there should be no military man
assigned to the position of senicr prov rep. The province
woerk should be performed by civilians. By this I mean that it
should be headed up by a civilian. The reason we have the
military people in charge of these provinces is simply because
we did not have the civilians., When you don't have the
civilians to fill the jobs, you have to put somebody in there.
The military people that are in there are more or less on a
stopgap basis. I think the local people resent the fact that
2 military person is in charge of the pacification program.
The Vietnamese people, I think, have learned over the years
to more or less distrust a military man. I had some gocod
friends there--local people~-and some of them told me that they
were glad that I wasn‘t a military man because they were
afraid of the military pecple and they don't understand them.
That seems to be their general attitude. I think, personally, .
that it would be a great mistake if we put the Prov Reps in '
such a position where they would carry out the wbrk.along'the_f
lines of the military. wWhere there is 2 military man in
charge of an operation, he naturally follows a military
procedure~-~to him, they are the best. His office is usually
set up along military lines; his civilian assistants are
strictly there on sufferance--he's there to carry out the

wishes of the military man. It is planned ultimately to ‘have afﬁfu-

civilian in charge of the prov rep and have the malxtary man
be the deputy. That was more or less the standard pattern,-'
but I think that is a mistake. I think that the mllltary are
necessary in thexe-whaSLcally for protection and for car:ymng
cut the military responsxbllltyhubut I think they should be
in more or less a separate category, a separate seat;on, as -
it were, in the province. The Prcv Rep and the Deputy Prov
Rep, in all cases, in my oplnlon should be civilian. I -

think that's what we had in mind, trying to get an oxgan;zaticn;f'..

set up so that in the province there would not be the military
lines--the cold, hard, impersonal military operation that you re .
going to find if you have a military man at the top. I‘m not
at all anti-military, but I'm talking now about the appearance,-
the effectxveaeaa of ar operation of the pacxfxcation natnre..



I don't think the pacification program can be effectively
carried out as a military operation. The people resent it--
they don‘t understand it. The military man still carries over
the idea of giving orders.

Some of the Prov Reps were assigned their jobs more
or less for rest periods~-they had been in active battle for
a long time. The poor guys had really seen a lot of active
duty and then they were assigned, on this temporary basis, as
Prov Reps. Now that man still carried over the idea of giving
orders and when a chauffeur or a local employee would come in,
there would be no argument--he would ismue orders. "You will
do this!" That's all there is to it. The civilian employees
all down the line were subject to the same thing. I aven had
some people tell me “"Colonel So-and-$¢ is pretty hard to get
along with. There are only two ways of doing anything--the
Colonel’s way or the wrong way." %hat sort of stuck in my
mind. I've had that very same feeling in dealing with some
of them. <You can just feel the difference between an office
ran on a military concept as against a civilian concept. To
my way of thinking, every single aspect of the pacification
program should be headed up by a2 civilian, and the procedures
should be civilian. The military is vital to the operation:
in fact, without the military there could be no pacification
program, but that doesn’t mean that once the military opera-
tion is over that the military man should continue to be in
charge of the operation. To me it's a mistake to have a
military man in c¢harge of a pacification program.

I grant you that if we don't have sufficient givi-
lians to put in those positions, then we‘ll have to use.
military. But that still doesn't mean that it makes it right,
You don't have to sacrifice your principles just because the
assets are not available. We can use the military, but on a
temporary basis. It's better to have a military man in charge
of a province than nobody at all. Bukt, as I see it, we should
a2lways bear in mind that it's a temporary thing and just as
soon 28 we get the bodies, we should get them out there. Up
to a month age, I was very optimistic. I have had several
letters from my office in Saigon and one of the letiers salid that
pecpie were just rolling in--they were coming out there so
fast that they were having trouble assignine them. That was
just 8 month ago. WNow, with this latest terrible calamity,

I don't kncw. I'm afraid we're going to have trouble getting
people out there now. In the first place, without the
security of the military, it would be very dangarous and



fooihardy to send civilians out to the provinces. They'd

Just be sitting ducks. In that case, we'we got to have the
military--as protectors. That doesn’t mean that we have to

bave the military carry out the program and the military people
that I've talked to don't want the job of carrying out the
pacification program. They recognize their limitations; they
recognize that each function is terribly important, but that
doesn®t mean that they can be completely merged to the extent th:
you ¢an have a military man in charge of a civilian operation
and a civilian in charge of a military operation.

U. 8. Bureaucratic Relationships

The AID people feel strongly that thev're being
asked to do things that no AID program has ever been called
upon to do. But on the other hand, I think it can be justi-
fied by the fact that this is an abnormal situation., It's
a2 situation which was created under wartime conditions and
we can't expect the AID program, or any other program, to
operate in a2 pormal fashion. X think in cases of that kind,
we have to fall back on the mandate that was given by the
White House to the ambassador. The ambassador is charged with
the rasponsibility of carrying cut all the work, cther than
the actual fighting, within a given-country. §o in sarrving
out these extra-curricular actiwvities of each agency the
ambassador does have that authority, as I see it, to cause
a variation of the work of the various programs. Now it is
true that they may run afoul of Congress or sven the GAO,
and they probably will, but there will have to be an under-
standing somewhere along the line that abnormal conditions
reguire unusual operations. Someone is going to have to
assume the responsibility for these new programs--Chieu
Hoi, HLD-~that were never even thoucht of before.  Even
though it is true, 3as I see it, that AID is doing work that
no other AID program has ever been asked to do-«USIA and-
the other agencies are in the same boat. i

The present Regions operation has generated z
great deal of controversy. As the Regions are set up now,
they are largely autonomous and I'm afraid they've gone too
far in that direction. The regional director has weto
authority on practically everything that comes out of Saigon,
axcept military orders-~I'm speaking about CORDS. It makes
for a difficult operation. I share the belief of others



that the Regions are too large. I think they could be
reduced considerably. I think that it constitutes, to a
large extent, just a layer between the home office and the
provinces. The problem there would be, though. that if you
eliminated or cut down too much on the Regions, you would
have to build up the population in Saigon. It strikes me
that there are tco many Americans in Saigon, and it is one of
the biggest problems that we have to face; and if there's |
going to be a buildup, it's even going to be worse. I don't
know the answer there and I don't know that that's too bad.
except, of course, it would be better if we could reduce cur -
number of americans there. There were Americans every place
and soldiers everywhere. fThere was a constant effort on the
part of the military to get those people out of Saigon. That
was recognized when I was there. I know that General wWest~- .
moreland has made numerous efforts to get peopie out of
Saigon and get them to the field. One time when I first got
to Saigon, it seemed to me that it was more like being in a
street in New York than it was in a foreign country.

What we've got to do there, as I see it, is to
strike a balance. People are sent from Saigon out to the
Regicns with the idea that they will be assigned on down to
province level and lower. Somehow or other they get into
the Region and they stay there for quite a while~-sometimes
they're there for weeks. 1In a purber of instances the Prov
Reps have been sent to the various Regional Offices for field
assignments but the Regional Director has put them in perma~
nent jobs in the Regional Office. One of your graduates
from this Center went to Bien Hoa as a Prov Rep. The next
thing we knew he'd been assigned to Region as the Executive
Officer. I guess he's still there. He's doing a good job,
but there again that wasn't what he had been sent there for.
I don't know how many other times this may have happened,
but it happened often--they're assigned to a Province, but
when they get to the Regional Office, they're sidetracked. =
The more people they get, the more people they need; then they - =
have to have more people to service those people and then L
more space. I don't think there's any doubt but that every
one of the Regions were going in that direction. That‘s .
sopething that could be controlied at the top level. Ambassador.
Komer could control it by setting ceilings and curtailing the
authority of the gegional offices tc make assignments other
than those for which requests have come in. When we have
requasted six prov reps and we send gix of tham up, we could
then insist that those men go on out as prov reps and not be
detoured to take cver additicnal work is the Regions. I know
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in practically every Ragion, time after time I've talked to
people there asking them how they got there and what they
were doing. They'd say they were actually a prov rep or
deputy prov rep, but somecne was needed to run the motor
pool or te do some other work so "I'm here for the time
being.” There’'s lots of that.

I've met quite a few of your ATC graduates. There's
one thing to me that's absclutely indispensable and that is the
need for language proficiency. You can get by very weil in
Saigon without a good knowledge of Vietramese but when you get
outside Saigom, you had better be abhle to speak the language
or your usefulness is greatly curtailed. 1I‘ve found in talking
to them (I've talked to guite a number of them) is that they '
go cut there with a pretty good general knowledge of the country
and its customs. The one shortcoming that we did cbserve is
that they had a very meager knowledge ox the oxrganization of
CORDS. I know on 2 number of occasions I've sat down and ex-
plained to them just what we do in CORDS--what is CORDS. They
generally had a pretty good knowledge of procedures, as far as
ALID ls concexrned; they had a pretty good knowledge of what the
people do at province level and regional level. I can say
then, in summary, that the school has been very goocd., We were .
very pleased to have people come out there that had gone
through here. I think that all the fellows that came from
this school seemed to have a good attitude, a good knowledge
of what they're getting intc, and they were in & position vhere
they could be assigned immediately to a job and go to work with

a minimum amount of detailed instructions.’

. I thipk it would be good to have the assignments
far encugh in advance so a man knows what position he‘'s

going to fill, then much more practical application of
procedures, etc., could be given to him. In cther words,
if 2 man is going to be asazigned as executive officer, a
procurement fficer, z personmel officer, ete,, and if he
know that in advance, he could have an opportunity to study
specifically for his job. It would also help if he had some~
one here to give him actual, practical knowledge and explana~
tion of the exact work he'‘s going to do. The proklem is you
can't talk about final assignment until you have enough bodies
to do the basic work that's reguired cut there. AsS leng as -
you have 400 vacancies cut of a complement of 1350, that
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means that the people out there in the field are going to
have to make do--they're going to have to shift people arcund.
Therz’s just nothing yvou can do about it. If yvou have a great
uwrgency for an executive officer or a prov rep someplace, the
first man that comes in is going to get put in that job. You
can’t do otherwise. At a later date {and it was fast getting
to that point, just before the Tet offensive) they'll reach
the peint where their vacancies are basically filled:; then the
azsignmenis can be made and they could be made through here.
Now for the first time, as you'll see from that report on MSD,
the Personnel Office of CORDS is functioning--they had a good
strong man out there in charge of CORDS personnel. He has a
staff row of about 16 people. When I first went there, there
waz one girl, doing all the personnel work for CORDS. We
wirked day and night to get the organizational patterns worked
up. Right now, for the first time, they have their positions
silotted; they know exactly the vacancies which exists, they
#now the positions that should be filled by a civilian or
military or could be filled by either. What it amounts to is
that by clese coordination with CORDS, it should be no problem
in the future to have an individual assigned to a partiecular job.
Then from that time on that man could be trained. If there
was a change made after that man had arrived, it would oniy
be an emergency. As I say, I don't think that time can come
until we have enough bodies out there to take up the slack on
all these real rush-rush jobs and I'm afraid that that condi-
tion is going to exist for sometime yet.

I would say that ideally training could be and
chould be done at the post, or as near the post as possible.
But I think you have to look at it from the practical standpoint.
In the Embassies, in particular, vwhere you have a chronic
shoritage of people, somebody comes out and you say to yourself,
“Now when that person comes out, he's going to be given six
weeks'® time to study language, etc." The man won't be out
there two or three days until the pressure is so great on every-
body involved that he is put to work. I don't think it will
ever work. Once a man arrives at a post, his frame of mind
is such that he wants to go to work and the pressure of his
superiors is such that they just can’t stand to see a man
they need so badly sitting in a2 classroom all day long study-
ing language. One of the biggest problems I think that exiats
in the field today is the fact that though the need for training
is greatly recognized, you just don't take the time off in
the field to get training. Therefore, in my opinion, centralized
training is absolutely a must. If a man has not received

g 3. Y



traigin%hbefcre he arrives at the post, he pyobably won't
get it ere, Whethexr the training is done in Washington,

Honolulu, or any other central place is not of such great
importance. I think that wharever the facilities are avail~
able will serve the purpose; but I do feel that the training
should come before he arrives at his post-~simply because
human nature can't be changed to the extent that if I need

2 budget fiscal officer or a personnel clerk and Joe Blow
comes out to report to me for that job, but he's supposed

to take six weeks' training, I'm afraid that the pressure
would be so great that 1I'd say "Now lock, Joe, suppose you
do this? You go to work today and half a day you can work
and can go to school the other half." That might work for
the first week, but after a while he says, "T¢ heck with that,
I want to get to work."

I have the feeling that a setup like this (ATC) is
far superior to the training you get at FSI in Washington.
It's more of a practical nature, it's more concentrated. I
attended the FSI in Washington and it's mass production.

It's good for general information and general indoctrination
into the service, especially for new pecple that have never
been in foreign service before. As far as specialized training
is concerned, I don't think there is anything that could beat
a setup similar to what you have here regardless of where it
is. I think the people in Washington also agree that you're
in a better position out here to concentrate on training the
individual and ¢ specialize in this training. FSI still
serves a very useful purpose, though, in giving a broad
general indoctrination. They handle a lot of new people

that have never been Jsutside the United States before and
it’'s necessary to give them some general guidelines and a
feel of what they're getting into. To follow this general
indoctrination and really get down to brass tacks, I think

a school of this type here is an excellent arrangement.
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