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REPORT ON THZ ORGANIZATION OF THE SPECILL COMMISSARIAT .
FOR CIVIC ACTION

v Introduction

In this report tho Michigan State University Group (MSUG) proposes a

.- plan for reorganizing the central services and field adminisiration of a
Vietnamese agency in the.interest of greator efficiency and econémy.

MSUG has analyzed the structure and functions of the Special Commis-

- sariat for Civic Action in two separate phases. Late in 1955 proliminary

discussions were held with the responasible Vietnamese officials and ropresent-'
.. @tivos of interested American agenciocs, particularly the United States
i§;~®perations Misalon (USOM) and the Training Relations Instructions Mission

- (TRIM). Then, at the end of January 1956, this study got unde» way as one

R L

~segmont of the simultencous exemination of four agencies —- the Depariments

of Agrarian Reform, Agriculture, and National Education, plus this Commissar-
S dats As in previous studies, MSUG hes placed mejor reliance upon interviewsa
" %o learn how the entity concerned is actually orgenized to perform its mis-

- "gign. However, we changod tho sequence of interviews for examining these

ﬁﬂ_four agencies. The firat set was conducted in the field rather than at
:haaﬁquarters in Seigon.

By April 24, 1956 MSUG staff members had taelked with provincial offi-
- éiala, village notables, and private citizens, as well as with Civic Jction
fporaonnel, in six provinces ol South Vietnam where teams had been scont from

Saigon to live and work in tho villagesg. The files alsc include an interview

ith e provincial official in the M3 (now the Highlands of the Central

Rogion), who wes conducting a similer program of communal self-help using




" locally-reoruvited to@ms.

Further research was suspended at the end of April as the teama of

' .Civic Action cadres or agonts were celled back to Saigon for reorganization

"and retraining. The study was rosumed in November 1956 with 2 series of °
interviews at headquarters. Interviewers spoke with the principal officials
3and every suporvisor in the central services of the Commiesariat.

| At that time the Vietnamese National Lrmy wae engaged in two military

"operations to msooure thosc arcas in South Vietnem which wore still threatened

by armed units of the Viet-Cong and other dissident groupss £11 of the Civic

Aetion teams in 3South Vietnam (mow the Southorn Region) had been asaigned

gto these operations. In this situation the geographical scopo of our field
:‘Euivoy was limited.

It was decided that the MSUG interviewers would visit two of the prow
incoa concorned where the military pacification ha# recently been completed.

'3Acpordingly, interviews were conducted at the distrlict and villagoe levoel in

' My-Tho during December 1956 and in Tra-Vinh during thc following month.

Alao in Jenuary 1957 our researchers vigited all far provinces of the High-

; lands to interview provincial officials and Civic Action cadros {rom Saigon,
who had started to work in the villages of the mounteineer tribeamen.

After the sucgessful completion of the two military operationa in mid-
. Pebruery 1957, MSUG hoped to exiond its geographical ssmpling for this study
into tho remsining provinces of the Southern Region where Civic iLction oadres
have beén actives Ve have notod that the Commissariat has not yct sent its
adres into the coastal provinces of the Central Region; as a resuli, no
MSUG interviews were made in that Rogion; The Commiseariat informed us in
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February that ell of their teams and mobile groups would shortly bo called
back {o Saigon for reoéganization. At that point it wap widely assumed thet
responsibility for administering the community development scctor of the
impending Five Ye;r Plan would be vosted in this agency. Tho Commissariat
intended to regroup its cadres into larger units and to assign each onec to

a particular provinco. There it could undertalke this additional responsibil-
ity for community development from much nearer bases than Saizon.

L8 of early June, 1957, that assumption has not been realized; and the
contemplated reorganization has not taken place. In the meantime the overall
regponsibility for community development has been assigned to a staff agency,
the Directorats General of Planning. However, no entity has been designated
or created ito adminigter that propram.

MSUG presents these recommendationa for reorganizing the Commisseriet
principally on the basis ol information which wes gathered from approximately
alxty interviews during the two phases of our inguiry. At the outset
We are obliged to postulate that the community development program will not
become operztional in the aear future, and that in practice community devel-
opmont and clvic action gould operate separately without duplication of
effoert and divisiou of responsibility. If these postulates are invalidated
by events, it is urged that a supplementary study be made to determine the
optimum relationship beitween the agencies concerned.

MSUG wishes to record its thanka for the unfailing cooperation which
the Vietnemese goverument and other American agencies have extended in the

course of this study.
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The report was prepared by Roland Haney, and M.A. Senderson Jr. with

the assistance of Vu-Vin-Hoc, Nguyén-Hoa, Thadn~Trong-Hué and Tricng-Vdn-Khang.

Wesley R. Fishel
Chief Advisor
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SULI{ARY OF RECOMMENDATIONS

is recommended thati:

the Special Commissariat for Civie Action be raimed to a Commis-
sariat General, and that the Commissioner CGeneral be given the
personal rank of a Secretary of State;

the Commissioner General revise the structure of the central
services in Saigon by creating itwe directorates and appéinting

a Decretary Jenerals

the Commigsioner Generazl delegate to the Director of Cabinet
authority to conduct liaison with olher agencies;

the Commissioner General delegate to the Secretary General
suthority to mbintain facilities for esdministritive suppori;

ﬁhe Commissioner General delegate to the Director of Operations
authority to dreft and execute the overall plan of actionj

the Commissioner General appoinf provinecial delegates 1o supervise
the mobile teams;
each Chief of Province create & provincial advisory committee for

Civie sction,
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Historical Survey

I
After the Geneve Agreements of July, 1954 and the resulting armistice,
the new nestional government headed by President Ngé-Dinh-Diém faced enormous
administrative problems. Military control of Vietnam north of the Demarca-
tion Line at the 17th parallel passed into the hands of the Commuanist~led

Viet-llinh {or Viet-Cong). 1ithin the resilual zone of French military oc-

- cupation; the Viet-llinh had controlled territorial pockets as large zs entire

provinces since Lugust; 1945. L8 the Communist military forces withdrew
from these enclaves, pursuvant to the ammistice, they aggravaeted the physical
damage from years of civil war by destroying crops and livestock, roads,
bridges, irrigation canals;, schoole and publie buildings.

Psychological terror supplewmented this policy of vandsljsm. The citi-~
zenry, especially the local officigls, were warned that this withdrawal meant
oitly a temporary regrouning of Torces; Ifor the netion-wide eleotions to be
held in 1956 would result in & Communist victory and reunificetion under
the leadersiip of HO-Chi-Minh. When that happened it would go hard with any-
one who nhad cooperated with the govermment in Saigon in the intervening
period.

The Viet-Cong left behind 2 networlt of spies an’ propaganda egents or
cadres with zccess Lo secret Eachas of weaponsy; radio equipment; and other
suppldes. Thus, in aedministering these liberated sreas, the national govern-
ment would have to struggle with weighty problems of pacification end re-

construction in an atmosphere poisoned by fear end doubt.

In other arezs south af the Demarcation Line the administr:tive situakien



was almosl equally difficult. Since 1945 ceriain districtis had pessed under
the de faeto contrel of politico-religious sects that maintained private
armies. There ihe representatives of the nationzl govermment could act only
al the sufferance of the sect leaders. In many other rurazl areas, elements
of the Viet-Cong concealea themmelves by day and descended upon the villages
at night 1o extort money and supplies. In effect these raiding parties
conducted a noeturnal administration in the villages, parallel to (but neu-
tralizing) the official adminisiration. And in the nctional capital, Saigon,
the muniﬁipal police were controlled by one of the so-celled secis.

That,-in brief, was the military and political background for public
administration in Vietnmam late in 1954. To win the loyalties of the Viei-
nemese people against the competitive challenge of the Viet-Cong, the new
government developed & plan of action bamed upon enlightened nationaliam and
aocial reform. Various departments were to be called upon to execute sub-
santive programs of public service in health, education, information, agri-
culture, etc.

Unfortunately, the field services were not organized in =uch & way as
to bring governmental services directly to the people.

The national deparimentis mercly gave technical guidance to their
specialists in the field, who wore assigned to regional and provineial
offices. At a lower administrative echelon the district chiel's represented
the province chief, but the national adminisiration rarely penetrated the
villeges directly. The overwhelming majority of Vietnamese still live in
rural villages; yet it has been estimated that at the beginning of 1955,

800/0 of the public officials and civil servants worlied in the capital city.



As a result; governmental progrems did not reach the mass of people, and in
effect the villages were left open to Communiet propaganda and subversions .
The President convened a series of interministerial conferences to
study the problem and to suggest wayé of bridging this wide gap in thé ad-
ministrative structure. The consequent recommendation called Tor creation
of & flexible and mobile organizaetion, which could penstrate the countryside
and win over the villages by expléining the govermment's policies and pro-

grams for social and economic improvement. This suggeation was disoussed
et a special convocation of political, military, and administrative leaders
in Jenuary, 1955. Gome of the province chiefs objected on the ground that
the new entity;‘whioh would operate outside established channels, might
challenge their position. It was suggested alternatively that each proviﬁge
chief should recruit agenis to perform this task as & section of the pro-

vinecial administration.

I1
Although the group did not arrive at a unenimous position on ihis
question, the President proceeded to create an interim organization for civiec
action within the Presideneoy on March T, 1955 by issuing Instruciion'NO. 11~
PTT/VP. After further study, which took account of initial operations in
the field, this entity was reorganized by Decrees No. 22-TTP, which the

President signed on Novembor 18, 1955. The decree establishes a Special

Commiseariat for Civic Action with responsibility for oarrying to the villages

the Government's programs for social assistance and for an improved standard

of living. In order to discharge this mission the Commissariat is authorized
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Commissioner is charged with certain specific functiona: '

to assist the national depariments in their technical operations at the |

distriot and village levels.
JThe decree lays down a plan of geographical organization for the Com; \
misseriat with centrel services in Saigon, an inspector in each province,
and a team of agents or cadres in each district. The agency is to be direc-’
ted by & Commiasionér with the assistance of a Seoretary Goneral. With thei,
President's approval the Commissioner is to imsus an instruction defining
areas of interest, end also governing the physical movement of teams and

the operating technigues to be umed. Within him overall reaponsibility the

- drafting the plan of metion in conjunction with the inierested de-
partmants and the province chiefs

- maintaining liaison in the field wiih militery commanders, adminige ~.°

trators, and the technical repfesentatives of mational departﬁenta

- Treviewing the activities of all teama and inspectors

~ pubmitting monthly reporta to the President concerning current

operations with copies to the interested departments ‘ o

organizing training courses for cedres.

4 degree of flexibility in recruiting oadres im assured by a provision .‘@
Tor omployment of private citizens in came the numbera and akille needed
cannot be obtained from existing categories of civil servants or military

personnel. The President's concern for the quality of instruction in the

training courses is reflected in the provision requiring national departmenta g

to furnish teohnical lecturers at the Commissioner's request.




The structure snd the assignment of functilons within the central sery-
lous in Salgdn are to be the subject of subsequent lsgislation; but Decree
Ho. 22-TTP descripea the status, functions, and responsibilitiem of the
Commissarist's field service in mome detail. The provisions deallnz with a
regional echelon between headquarters and the provincial level have never
been implemented.

Under the administrative control of the province chief; each inspector
is charged with supervising and exramining the operations of all teams in
- that province. Noting-achiavements and shortcomings he will report his
findings to the Commissioner and to the province chief. At the Commissioner's
request he will slso ¢onduct special investizetions of problems in civie
ection. |

Working in every villege of a disirict, each team of cadres is dirscted
to promote public health, the anti-illitasracy campaign, agrarian reform, the
anti-Communist informetion program, public mecurity; social action, eto.
Continuity of effort is to be assured by training volunteer agents from the
local population, who will carry forward these activities when the mobile
team moves on to other villages.

llere again, as at the national and provincial 1avols, the reporting
function is intended to facilitate coordination; for the head of each team
will provide the district chief with a copy of the aotivities report thet
is submitted to the inspector. This procedural saleguard of the right to be
informed would in turn facilitste the province chief's administrative control N

of field operations.



tochnicians; and military commanders to assist the Commiasarni and ite field ¢

if

It should be noted that the text of this decree goes 2 long way toward
satisfying the objection that was raised st the mesting in January of 1955.
As a corollary to the recognition of estiablished autherity, another provie-

sion cells upon the nationél departments, province chiefs and distriot chiefa, :
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" orgenization by providing logistical support and prograﬁ support ags ncedead.

Article 12 assigns responsibility for ezecuting this decree to the
seeretary of State at the Presidenqy.’ On the seme day, November 18, 1955,
the Secretary issued Arrgté No. 13-TTP/VP esteblishing the structure of the
central servioces, assigning functions 4o the component entities, &nd plaeing‘:“

them under the authority of a Secretary Ceneral. The Arr8té nemes six bureauaff

the Private Secretariat, Correspondence Bureau, Perscnnel Bureau, Accounting

end Supply Bureau, Planning and Coérdination Bureau, and a Trainingz Bureau.

For various reasons, both sconomic and political; the reorganization

of civic action contemplated in the decree and arrgté of November 18, 1955

has been only partially implemented. A temporary organization headed by a
Commissioner existed and operated as early as March, 1955. »In that agency

the central mervices consisted of four unita reporting to a Chief of Cabinet. !
By September, 1955 there were six buresus in the central services, and the 7
arrdté regularized that arrangement. However, no Secretery General has been
appointed; and the buresum have continued to report to the Chief of Cabinet, -
who 1g directly responsible to the Commissioner. Algo, by September’ 1955,

two Chargés de Misaion {now only one) had been assigned to the organigation.

Neither the decree nor the arrgté of November 18, 1955 mentions this assighe- i

ment.



By February; 1957 the nwaber of entities in the central services had
grown to pleven units with the addition of a Press Bureau, Security Bureau,
Documentation Bureau, and Transport Bureauw, plus the fission of the Acoount~
ing and Supply Bureasu into itz two component elements. However, this
increase in the number of units reporting directl& to one official (the
Chief of Cabinet) has not led to the regrouping of the bureaus, according
to related functions, into a amallef number of services Qr directorates,

As for the field organization envisaged in the decree, budgstary limi-
tations prevented the installation of an inaspector in gach province and e
mobile team of agents in each diamirict throughout Free Vietnam. In fact no
inspectors have been appointed. The avalilable funds were at first devoted
to dispatching teams for limited periods to some of the villages in tﬁe
Southern Region. Later thias partial OOVerage‘was extended to the Highlends

of the Central Heglon.

I1T

iield operatione have passed through three phases. In the first phese,
from Hovember, 1955 to April, 1956, the central mervices with & personnel of
seventy-four supported a fisld staff of approximetely eight hundred (800):
who were orgsnized into eighty mobile teams. Tach of five national depart-
ments were reprezented by two agents on the team: Public Heelth, Educatiop,
SJocial Action, Information, and Interior. Here the operational base was
the village, and sixteen provinces were visited. Eaoh toam worked in a
village for a periad of four to six weeks anq then moved on to &another

" village-



In the aeﬁond phese, from April to June of 1956, the teams were celled
bacl- to Saigon, retrained, and regrouped into twenty-three_larger entities
called Province Groups, sach one comprised of approximately forty agents.

A group would be assigned to one large province or to two of the amaller
provinces. Here the disirict was the operational base. 4 gmall supervi-
gory staff and a =small resgrve of cadres remained at district headguarters

while the group divided into cells or unite of two agents. Each unit would .

.

work in a particular villege for a period of eight weska and then move on
until every village in that district had been visited. In this way it waé
planned to cover all villages in a particular provinoe. However, this plan
did not go into operation until May, 19563 and in June the National Army
launched iwo major pacification campaigns sweeping across geveral provinceé
and breaking the hold of dissident eclements.

In the third phase, from June, 1956 to February, 1957, an enlarged
field staff of approximately 1300 was mupported by the central mervicea
with a persomnel of sbout 200. The field organization conmsisted of six large
entities called Inter-Province Groups, which were placed under the contrel
of the éommittee directing each military operation. The Inter-Province
Group was sub-divided info province groups, teams, and cellg or unita. This
arrangement permitted considerable flexibility in distributing these unermed
volunteer agents throughout an area marked for pacification.

In all three phases the cedres attempted to stimulato and to guide
golf-help projects in the villages and to implant & fegling of solidarity
with the national government. They wore the traditional black calico garb

and . .
of the peasants/geined their confidence by living, working, and eating with
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them« The Commissariat has not yet compiled and relessed a complete set of - ?
statistics showing the tangible results of these efforts. However, reports
from cadres in the field have indicated & wide range of subatantial.achie?e-

ments:

~- taking a census apnd making surveys of the physical needs of the

o ¥, ..
A

' villages o

-~ bullding schools, disnensaries, maternity wards, and information

halls : ' .

- repairing and enlarging local roadé _;
- digging wells and irrigetion canals
~ teaching personal and public ﬁygiene
- distributing medicines end giving inobulations
- - téaching children in echool by day and conducting anti-illiteracy ' j
clagses for adults at night S
~ forming a villége militia or self-defansg group

- conducting political meotings

explaining the agrerien reform legislation. ‘t‘fl
While civié action wags playing an important role in the two pacification  ”
campaigns, the President iséued Decree No. 116~TTP on September 5, 1958 makingas
the Commissariat responsible for personnel administratien in the field ope:a;_;“
tions conducted by the national departments. According to this decrée, the

Commissariat wquld train the cadres and draft programs for joint operatioms, - -

in collaboration with the interested departments; and then coordinate the . .

execution of approved programs, Ii'ileld agents speclalizing in eduocation,

i agrarian reform, imformation, labor, etc., would continue to work in these
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technical areas; but any combination of specialists might be zssigned

temporarily to the mobile teams of civic action cadres. The resultant group

would work in the field wherever the need for its services was gredtest,
Despite the theoretical merits of this technique for mobilizing and
applying skills within an integrated fisld aervicé, the pian.could not be
put into practice_without the asaent of the persona affoected., Until now-
the personnel serving in civic acfion mobile teams have been volunteers
chosen by competitive examination from a large number of applicants.~ Most
of them are YOutﬁful enthusiasts without previous experience of zovernmentel’ 3
services On tho other hand, when faced with the prospect of transfers en
bloc to the Commissariat's jurisdiction, many of the cadres employed by other,

agencies heve resigned rather thanm accept the lower salary of 2000 piasters

per month énd the physical inoonveniences of living an’ working in the vil- -
lages. There the matter rests. The decree has not been rescinded, but
efforts to implement it have lepsed.

At the date of writing, tho Commissariat is not engaged in a broad eweep
of field operations. Thls interval should be used to reorganize the agenoy
and to regroup ifs forces in the light of experience, It is still poasibie'
that decisiona will be téken at the political level to link the Commissariet
with community development or to implement its legal responsibility for an
integrated field service. In either oase the administrative structure should
be revised; after atudy, to meet the needs of a changed situation. In this
report, however, the suggésted reorgenization is based on an assumption that
the Commissariat will enter upon a fourth phase of field operations with

essentlally the same mission.
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SUPPORT ING STATLMENTS

l). IT IS RECOMMENDED THAT THE SPECIAL COMMISS.RIAT FOR
CIVIC ACTION BE RLISED TO 4 COMMISSARIAT GENERAL,
AND THAT THE COMMISSIONER GLEUERAL FOR CIVIC ACTION
BE GRANTED THE PERSONAL RAWK OF A SECRETARY OF STATE
The Commissariat's mission may be stated briefly as briuging povern~—
mental programs for socicl and economic welfare to the rural areas of Viet-~
Nam, In 1957 the Departments of Information and National Bducztion are
notable exceptions to the broad obsefvation that permanent gove;nmental
agencies do not have full-time or part-time representation in the villages,
Previous MSUG studies have indiéated that the actual effect of a national
program is slight when the chief of the technical service conoerned ia tied
. to his desk at provincial headwby éhortage of personnel, lack of
) ever-present
transportation, and the / p peryort:. In this situation the Commissariat
can reinforce the impact of that program by instructing its field service
to suéglement the administrative structure of tﬁe national department,
thereby filling a gap between that agency and {the rural population. A
limiting factor is that the Civic Action cadres would nged retraining to
éeal effectively with technical subjects,
In addition to asalsting as an auxiliary mechaniam in progrem
execution, the Commissariat is authorized to make suggestions for program
- planning to the responsible departments, to propose inter-ministerial
programs for field operations, and to coordinate the execution of those

joint programs after approvel, The Commissariat must maintain constant

liaison with the national departments in order tc discharge these functiona
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promptly and effectivel&. Unfortunately the question of status or relative

gtanding seems to have blocked a free and productive exchange of views,

Interviews throughout the ceniral services revealed an impression ‘that offiocial

in the departments of state find it lowering to their dignity to deal directly

with a mere commissariat. It was learned that this attitude has sometimes
prevented the Commissariat from calling conferences, znd that other agenocies ,
hzve shown a tendency to resist rulings by the Commissariat unless or until
the President has endorsed its position. |
Protocol should help, not hinder, the conduct of public business. The
status of this entity should be adjustéd to reflect itz responsibilities and
to facilitate perférmance of 1tm mission., Coanverting the Commissariat into |
another depariment of state would imply permanence, and .that is not to be
desired. In previous reports MSUQC has recommended that the existing nﬁtional
departments should extend their field services vertically to reach the p90p1éf;f
’ In the meantime the Commissarizt, a Yonpporory agency, bridges the gap. It ;I.s
suggested that the problem of status would be beat résolved by elevating |

“thie entity to a commissariat general and endowing the Commissioner Geneoral *_ ;

for Civic Action with the personal ronk of a Secretary of State.
The adjustment would permit an up-grading of key positions within the 7 *?

agencye. As far as protocol is concerned, the Commissioner General and his

aldes could thén consult with their opposite numbers in the permaneﬁt

departmenta on a basis of parity. Furth;rmore, these changes would not
affect the administrative relationship'between the Secretary of State at
the Presidency and this agency. The example of the Commissariat General

for Refugeos offers a persuasive precedent for this suggestion, .
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2)e IT IS RECOMMENDED THAT THE COMMISSIONZR GEUERAL
REVISE THE STRUCTﬁHE OF THE CENTRAL SERVICES IN
SAIOON BY CREATING TWO DIRECTORATES. AND APPOINTING

. A SECRETARY GENERAL. '

The purview of civic action is not limited to any geographical sub-
division of Vietnam, nor is it restricted in time to any particular period
The decree of November 18, 1955, contemplates the permanent assignment of
field service personnel in every province and district, Heretofore the
Commlssariat has lacked the funds and the opportunity to decentralize
oper<tions from the present base in Saigon to offices in the field. In
formulating a proposal for reorganization, MSUG hams first examined the
intended =scope of civic action ard then noted the difficulties whiech have )
temporarily narrowed the range and depth of field operations. The reorgan~
dzation: scheme has been drafted to facilitate full performance of the

mission assigned to civic action,

For the central services there is only one raison d'8tre -~ %o supﬁorﬁ
field operations, It follows that headquarters in Saigon shoulg7so organ~
lzod as to dispharge efficiently the responsibility for recruiting and train;‘
ing qualified cadres, furnishing logistical support to the mobile teams,
supervising and guiding the teams! oPerafions, coordinating programs with
the responmible ageﬁcies, etc, As the Commissariat General expands its |
field organization to meet nation-wide reaponsibilities, the number, variety,
and complexity of demands upon the pe¥tral mervices gan be expecied to

increase. MSUG belliewes that the existing structure is iradequate to sustain

that additional workload.
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The proposal for revision does not, however, imply any adverse criticisg
of past performance, On the contfary, the recognized achievements of mobile
teams attest to a contribution from headquarters. More particularly, MSUQ
interviewers were highly impressed by the efficiency of operationa at the
central services (in the Meil Room for example). It was observed that the
ratio of headquarters personnel to field staff has been képt very low, On
the procedural side it is worth noting that the Chief of Cabinet holds
daily staff mectngs with his bureau chiefs and that a bureau is expected to
complete action on any routine matter within 24 hours,

MSUC considersthat the reesponsible officials have done good work at
headguarters despite the organigzational framework. A.permanent expansion eof
fiold operations would reveal the weaknesseé in that structure. For instances
' the Chief of Cabinet is reaponasible for supervising the eleven burezcus that

m:al:e up the central services, and each of the bureau chiefs reports directly
to him..

The span of control limiting effective supervision is a somowhot!,
flexible concept in public administrution. Many observeys hove agreed, however,
on the validity of this criterion -~ that the supervisor should be gble to
find time in the course of an ordinary business dey te discuss matters
privately with each of his imunediate aubo?dinates.' Given the existing
struoture of the central sefvices, a marked expansion 1A the volume of
business would further decrease opportunities for the Chief of Cabinet to
employ thisgto~hnique for giving guidance. To be sure, the staff meeting
ahoulq contribute greatly to a general understandiﬁg of the situation and

N to a coordination of efforts, but a group discussion cannot replace the
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private conference with ites freer atmosphere. The difference in metheds

would appear especially significant in a soclety that attaches great value

to maintaining "face",

Anticipating an increase in the Commissariat General's workload, MSUG -

recommends that the units constituting the central services should be regroupa*?

K

along functional lines into three larger entities to be headed by a Seoreta:y13

Géneral, a Director of Cabinet, and a Director of Operations, This ad just-

. ment would resolve the administrative problem of the span of control con-

¢

fronting the Chief of Cabinet. His post should then be abeolished as regundagt;g
for the two Directors and the Secrotary Ceneral would each be directly re:pon;lq
siblo:: « to the Commissioner General, - }
By delegating to these three aldes a limited authority to decide and %o
act, the Commissioner General could rid himself of the enormous workload .
generated by day-to-day operations and routine administration. He would then'f}
Yo free to take a genexal view of the agency's mission and its performance,
He could concehtrate upon broad quesiions of poliey and program. TYet that “
delegation of authority would not impair his uitimate respunsibility nor his B
control over the ggencys for these principal essistants would work under his
imnediate supervialon,

At his own discretion the Commissioner General might include within an

eifective mpan of conirol one or two Chargés de Mission to undertoke studies, ;}

investigotions, and other special missiona as his perasonal agent. The
organization plan recommended by MSUG does not involve the asmignment of

specific responsibilities to a Chargé de Misaion.

These reclated concepts of a supervisory span of control and the dele-

1

gation of authority to subordinates can be profitably applied at every
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echelon of adminiatration‘within the agency., 4s in previous studies MSUG
will be hoppy to work with the mebpopsidle officials at the Commissariat .
General to implement the spirit as well as the text of the accepted recom-

-mendationa,

1). IT IS RECOMUENDED TUAT THE COMMISSIONER -GENIRAL
DELEGATE TO THE:DIRECTOR OF CABINET AUTHORITY T0O
CONDUCT LIAISON WITH OTHIER AGENCIES,
The decree of November 18, 1955 does not disturbd the respon51bllity of
national departments for determining the content of thair programs for social
and economic advancement. Civic Action is an instrument for carrying those
programs to. the rural pepulotion, As the Cbmmissariat Generzl will depead

upon other agencies to supply the substantive elements for its program of

action, the function of lic¥pon assumes & critical importance,

Interviews at the central services revealad that three antities are now.
engaged to some exten¥ in performing this function, ‘It is proposed that
regponsibility for maintaining a continuous liaison with the interested
departments should be consolidated snd vested in the Directorate of Cabinet.
This entity's concerb for good public relations suggests assignment of the
Press unit to its jurisdiction. The Office of the Private Secretary ®erves
the Commissioner General in a quagi-~confidentiesl capacity. Placing this unit
under the administrative suporvision of tho Director of Cabinet would help %o

insulate it from the broad stream of routine buainess within the agenoy.
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i). IT IS RECOM ENDED THAT THE COMIISSIONER GENDRAL .
DELEGATE TO THE SECRETARY GUNERAL AUTHORITY TO
MAINTAIN FACILITIGS FOR ADMINISTRATIVE SUPPORT.

The.poat of & Secrotzry QGQeneral is created by tho decree of Novomber IB,:f
1955, and we have already notéd that an arr8té of the same date places the' |
central services under his direction. MSUG proposes that the Secretary
Genoral's responsibility for supervision be limited to the units whioh é
Turnich administrative support or housekeeping services. This category
contains the entities charged with personnel, acoounting, and meil room
services, procuregent of supplies, and physical secgrity at headquarters.

At present the accounting function is split between the Bureau of
Accounting and the Office of the Private Sceretary, This division of
responsibility ghould be endod by withdrawal of the latter from that area,
Horetofore the accounting unit has prepared the budget for this agency.

With the anticipated expansion of the Commisgsariat General's activities it

may become advisasble to create s separate enmtity for the tdgeting function.‘gi

i). IT IS RECOMMENDED TH.T THE COMMISSIONER GENERAL
DELEGATE TO THE DIRECTOR OF CPIRATIONS AUTHORITY
" .
TO DRAFT AND EXICUTE THD OVERALL PLAN OF ACTION.

Hational departments requesting collaboration from the Commissariot
Ooneral should specify whioch elements of their program they wish to see
carried into the villages. MSUG proposes that a Directorate of Operations
: Yo created to hold and coordinate these detailed requests into a coherent

prlen of action for guiding the activitios of mobile teams in the field.
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This task will require the establishiient and review of priorities for mcasur-
ing competing claims for sorvice, and in practice the whole question of timing
and emphasis may be sttled only at the‘Cabinet Council level., Within thisg
' setting the Director of Operaticns would draft an overall plan for the .
Commissioner General's conaideration; and after approval he would supervise
its execution, As contemplated in the decree of November 18, 1955 informa-
tion copies of prograss reports from the field should be forwarded to the
interested departments. Of course this exchange of information would flow
through the Directorate of Cabinet in both directions.

A subordinate entity controling field operations should be created to
gerve as the authorized channel for communication with the mobile teams.
The training unit should be assigned to the Directorate of Operations, to
offer courses of in-service training as well as the standard orientation for
new cadres., The units for plonning and documentation should be combined into
one entity and placed under the authority of this Director so as to adviae
him in developing and implomenting the plen of action, As control of the
available transportation is critically important in widoly dispersed opera-
tions, it is alse suggosted thet the transport unit should be assigned to |

this Directorate.

6). T9 IS RECOMMENDED THAT THI CONMISSIONER GENERAL
APPOINTy PROVINCIAL DELBGATES TO SUPERVISE THE
MOBILE TEAMS,

In its main lines the reorgonization of the field service proposad by

MSUG échoes the scheme envisaged by the decree of November 18, 1955. Both
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plans involve decentralizing operctions ond depend upon the permcnent assignment
of field service personnsl in the provinces., MSUG suggests a change-in termi-
nology: Provincial Dslegote instead of Inspector, because of the special
significeance of the term "inspector" within the cdministrative iexicon. A
Provincicl Delegate would represent the Commissioner General in ecch province,
He would be accredited to the Chicf of Province at the same rank as tho chief
of a teohmical service representing one of the national déportments. Wor@ing
under the administrotive control of the Province Chief; the Provincial Delegate
would direct the activities of o mobile team of cadres within the guide-lines
eat~blished in the overall plan of cetion,

A more important difference between the plaons lies in the choice of.the
operctional bases, The decree contemplates assignment of 2 mobile team in each
district, MSUG suggests that a lorger group of crdres be asmigned to the
pr&vince 28 © whole, This team could be divided into smcller groups and « 1. .l
dispntched to vill-rges scattered throughoﬁt the province, or the entire unit
might temperrily concentrate its efforts upon one peorticular district if the
gituation required it%, This provision for flexibility fol%ows the example
given by the Commissarigt when it regrouped the cadres for the second phose of
fiold operations in April of 1956, Then the tecm consisted of approximately '
forty cgents. In March, 1957, the Commissorin~t prepared to odminister the
community development progrcm ond plonned to station‘u t;am of fifty ngonts
in each province,.

For future opeorotions MSUG bolieves that the strength of the team could
vary from one province to another, Tcking the 1§ng—range view, it would
seom that the success of those operctions in rrising the stoandard of living

is wmore likely to depend upon the ‘melootion and troiring of velunteers from
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tﬁe.local population. These volunt‘=gragents would be responsible for carrying ‘
the program forward when tho civic action cadres transfer their atterntion to
.’ another village,

The field teams will need full support from the central services to meet
this problem. Within tho Directorate of Operations, the planning and docu-
mentation unit could draft a short curriculum and prepare training manuals .
emphasizing the concept of orgenized self-help in the villages, Perhaps the
training unit could conduct workshops for the volunteer local agents at
provineial headguerters., Whatever techniques or training aids may be avail-
able, the civic act;on cadres should realize that they have not conmpleted
their vork in a particular village until someone has been troined to succeed

. them, The In-Service Training Division of the Naticnal Institute of Admin-

intrrtion. would be the logical morvice to assert in this training,

1)« IT XS RECOMMENDED THAT THE COMMISSIONER GENDRAL
REQUEST EACH CHIEF OF PBOVINCE‘TO CREATE A PROVINCIAL
ADVISORY COMMITTEE FOR CIVIC ACTION,

In many instances the people of a village, with guidance from civic
action cadres, have taken steps to improve thelr economic situation. This
iz a form of guided self-help. It is possible that locel resources in man-
power, tools, and materiale will be sufficiont to do the desired job =
building a village school, digging a well, ‘repairing the road, etc. One
must assume that the cadfes would discourage grandiose schemes for commu-
nity improvements that bear no relation to immediate realities., The com-

! a - a
* . munswel project may, however, require a small but essential invesiment of
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glzills and materials that cannot be obtained from local sources,

The budget for one or more of the permanent depariments (Public Works,
Health, National Education, eto.) might already provide for froouring o
limited quantity of the needed materials, and the necessary technicians
night be already in their employ even though in small numbers. Civie Action
does not and should not try to duplicate these resources of supplies and
gkilled manpower. However the cadro can help greatly to solve this problem
because he has been living in that village and he knows what is needod to
make the project feasidle,

Acting on a reéort from the field agent or from the‘head of the u
appropriate unit in the toam, tho Provincial Delegate would bring the facts in
the case to the attention of the chiefs of the technieal services conceraod.
If he decided that further action was necessory, the Provincial Delegate
conld regueat the Chief of Province to intervene in his administrativel
capacity.,

SUG proposes the creation of a Provingial Committee for Civio Action
to serve as a forum for coordinating governmental assistance to these
communal self-holp projects. It is suggepted that the Chief of Province
act as Chairman and that the Provincial Delegate should be the member
responsible for preparing an agenda. Ho could be called the Executive
Officer. All the chiefs of the technical gervices should be included in
the membership. The commitiee would meet regularly, and minutes should be
kept.

The Executive Officer would submit to the committes those requests

for fovernmental assistance as reported by the Civic Action caédres, If
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the members wanted further information, the Chairmsn might direct the District

Chief to make an independent exemination of the problem. Through experience

the committec would develop its own procedurea and standards For evaluating

e

" roguests, |
It is asgumed that the overall plan of action te be issued by the
Commigsioner Genercl would emphasize objectives and leave considerable room
for the individual Prowincial Delegates to devglop subordinate-thames and
schadulos, The proceedings and decisions of this committee would then aasisj ;

the Provincial Delegate to a marked degree in dovieing 2 feasible plan for

civic action in thet province,

N
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