
, 
i 

\ 

- ------_ ..... _.. . 

REPORT ON TBE ORGANIZATION OF THE 
"' 

j: SPECIAL COMMISSARIA T FOR CIVIC ACTION 

MICHIGAN STATE UNIVERSITY 

Vietnam Advisory Group , 

June, 1957 



FI! ==============., 
r I 

II ,'I I 

-

,. 

REPORT ON TRE ORG}.NIZATION OF 
THE SPECIAL COMMISSARIAT FOR CIVIC ACTION 

MICHIG"'Jt STJ,TE uNIVERSITY 
Vietnam Advisory Group 

June, 1957 

i 

II 
t::::=======:;:t=:::==::!i:====:=:::=====!1 , . , , 

~--"-' 



REroffi' ON THD ORG.AN'IZATION OF THE SPECIAL COMMISSARIAT 

~OR CIVIC ACTION 

0. Introduction 

, : In this report tho Michigan state University Group (wmo) proposes a 

plan for reorganizing the central services and f1s1d administration of a 

Vietnamese agency in the.1ntsroat ot greater efficiency and economy • 

. . , I!SUG has analyzed tho structure and functions of the Special Commis-

sariat for Civic /..ct1011 in two separate phases. Late in 1955 proliminary 

discussions wore held with tho responsible V1etnam()so officials and represent_ 
". -.::-'" . 

t 
• 

.. tivoa of interested American age!1cios, particularly the United States 

'. Operations Mission (USOM) and the Training Relations Instructions Mission 

(TRIM). Then, at the end o£ January 1956, this study got under way ae one 

segment of the eimultaneous examination of four agenci~s -- the jJopartments 

ot l~rarian Reform, Agriculturo, and National Education, plus this Coramisaar-

1&t. As in previoue studies, MSUG hae placed major reliance upon interviews 

to learn how tho entity concerned is actually organized to perform its mis-

.. " . SiOll« Howevor, we changed tho saq,uGnco of interviews for axaminins thesa 

four agoncies. The first sot was conducted in the fiald rather than at 
'1. J . 

headq,uartera in Saigon. 

By April 24, 1956 UmJG staff members had talked with prOVincial offi-

cials, villa.g6 notables, and private citizens, as wall as with Civic Action 
/,";--:. -. 

ift' personnel, il1 six provinces of South Vietnam where teams had been eont from 
,,' 

to live and work in the village~. The tiles also include an intorview 

th a provincial official in tho PHS (now the Hi~~lands of tho Contral 

'R<)glcon), who was oonducting a similar program of communal self-help using 

1 
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locally-reol'1J,i ted teGrnlh 

Further research was suspended at the end of kpril as the teams of 

CiviC Action cadres or agonts were oalled back to Gaigon for reorGanization 

and retraining. The study was rosumcd in November 1956 with a series of 

interviews at headquarters. Interviewers spokG with the principal officials 

,and every B,.:tporvisor in the central services of the Commissariat. 

At that time the Vietnamese National ~rmy wae engaged in two military 

, operations to Baoure thoeG aroas in South Vietnam which wore still throatened 

by 9:rmed unite of the Viet..cong and other dissident groups. "'ll of t:he Civic 

Aotion teams in 30uth Vietnam (now thG Southorn Region) had been assigned 

these operations. In this situation the geographical soopo of our field 

survey wae limited. 

", It was docided that tOle MSUG interviewere would visit two of the pro?-

t. 1l1caB ooncerned where the military paoit io"tion hal. recently boon comploted. 

i' ' 

Acoordingly, interviewe wore oonduoted at the district ~nd village level in 

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

Alao in January 1957 our rosearchers viaited all fozprovinces of tho HiGh-

lando to interview prOVincial officials and Civic Action cadros from Saigon, 

who had s'~arted to work in the villages of the mountaineer tribeamen. 

Attar the sucoesaf'ul completion of the two military operatioaa iu mid-

February 1957, MSUG hoped to extend ita geographical sampling'for this study 

into the remaining provinces of the Southern Region where Civic ~ction oadrss 

been active. W" haVe notod that the Commissariat has not yct sellt its 

into the coastal provinces of the Central Region; as a result, no 

intervi~were made in that Region. Tho Commissariat informed us in 

11 



February that all of their teams and mobile groups would shortly bo called 

back to Saigon for reorganization. .At that point it wall Widely assumed that 

responsibility for administoring the community development soctor of the 

impending Five Year Plan would bo vosted in this agency. Tho Commissariat 

intendod to regroup its cadres into larger units anrl to assign aac!: one to 

a particular provinco. There it could undertw(e this additional rosponsibil

ity for community dovelopment from much nearer bases than Saigon. 

As of early June, 1957. that assumption has not been realized, and the 

contemplated reorganization bas not taken place. In the meantime the overall 

responsibility for community development has been assigned to a staff agency, 

the Directorate General of Planning. However, no entity has been designated 

or created to administer that proGram. 

MSUG presents these recommemlations for reorganizini~ the Cornmissari.t 

principally on the basis 0:: information which was gathered from approximately 

s1.X1;)r interviews during the two phases of our inquiry. /,t the outset 

we are obliged to postulate that the community development program ~ill E£! 

become oper~tional in the near future, and that in practice community devel

opment and civic action could operate separately without duplication of 

effort ant'. division of reepol1sibility. If these postula.tes a.re invalidated 

by events, it is urged that a supplementary study be made to determine the 

optimum relationship between the agencies concerned. 

MSUG wishes to record its thanks for the unfailing cooperation which 

the Vietnamese government and other American agencies have extended in the 

course of this study. 

iii 
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The report was prepared by Roland Haney, and M.A. Sanderson Jr. wit~ 

the assistanoe of Vu-Van-Hoo, NGUy~n-F.oa, Th1'.n-Trong..J!ue and 'l'rlfdng_Van_Khang, 
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Wesley R. Fishel 
Chief Advtaor 
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It is recommended tha:&: 

1. the Special Commissariat for Civic Action be raised to a Commis

sariat General, and t,,-at the Commissioner General be given the 

personal rank of a Secretary of State; 

2. the Commissioner General revise the structure of the oentral 

services in Saigon by creating two direotorates and appointing 

a. Secretary Genera.l; 

3. the Commissioner General delegate to the Director of Cabinet 

authority to oonduct liaison with ot2er agencies; 

4. the Commissioner General delegate to the Seoretary General 

aut':lority to mnintain faoilities for administr.ltive support; 

5. the Commissioner General deleGate to the Director of Oper<'Itions 

authority to draft anA exeoute the overall plan of action; 

6. the Commissioner General ap:,oint provincial dslegatee to supervise 

the mobile teams; 

7. eaC;1 Chief' of Province create a provinoial advisory commi ttoe for 

Civio j,otion. 

v 
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Historical Survty 

I 

After the Geneva Agreements of July, 1954 aud the resulting armistice, 

the new national government headed by PJ;'esident Ngtl-Dinh-Diem faced enormolu; 

administrative problema. Military control of Vietnam north of the Damarca

tien Line at the 17th parallel passed into the handa of the Cor.wunist-led 

Viet4Iinh (or Viet..cong). Witc'in the rosFual zone of French military oc

cupation, the Viat .... Minh had oontrolled territorial pockets as large as entire 

provinces since J,ugust, 1945. !.s the Communist military forces withdrew 

from these enclaves, pureuant to the armistice, they aggravated the llhysical 

damage from years of civil war by do~troying orops and livestock. roads, 

bridges, irrigation canals, schools and public buildings, 

Psychological terror supplemellled this policy of vandal~Bm. The citi

zenry, especially the local officiqls, were warned that this withdrawal meant 

only a temlJOrar\' regroupinG of forces j for thE! nation-'i/ide eleotions to be 

held in 1956 would result in a Communist victory and reunifica:tion under 

the leadership of !IO..chi-Minh. Whelt that happened 1t would eo hurd with aT:!_y

one who had cooperated with the govel:'l:ll1lent in Oaigon in tbe inteTvening 

period. 

The Viet..cong left behind a ne-tworlc of spjse an,l propaganda €.E,'el1ts or 

cadre~ with access to secret caches of weapons, radio equipment, and other 

supplies. Thus, in administerinG these liberated areas, the national Govern

ment would have to struggle with weighty problem'l of pacification and re

construction in an atmosphere poisoned by fear gmt doubt. 

In other areas soui;b <'If the Demarcation Line the adrnil1istr:(/,ive situation 
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was almost equally diffioult. Since 1945 certain distriots had passed under 

the de facto control of politico-religious sects that maintained prIvate 

armies. There the representatives of the nationel government could act only 

at the sufferance of the sect leaders. In many other rural areas, elements 

of the Viet...cong concealed -themselves by day and descended upon the villages 

at night to extort money and supplies. In effect these raiding parties 

oonduoted a nocturnal administration in tho villages, parallel to (but neu

tralizing) the official administration. And in the n~tional capital, Saigon, 

the municipal police were controlled by one of the so-called secte. 

That, in brief, WaS the military and political bam~ground for public 

administration in Vietnam late ill 1954. To win the loyalties 'of the Viet

namese people against the competitive challenge of the Viet...cong, the new 

government developed a plan of Bction baBed upon enlightenea nationaliam and 

sooial reform. Various departments were to be oalled upon to exeoute sub

Sautive programs of public sorvice in health, education, information, agri

culture, etc. 

Unfortunately, the field services were not organized in such a way as 

to bring governmental sorvices directly to the people. 

The national departmentB merely Gave technical guid~~ca to their 

speoialists in the iield, who were assigned to regional ana provincial 

offices. Lt a lower administrative echelon the aistrict ohiefs represented 

the province chief, but the national administration rarely penetrd.ted the 

Tillages (lirectly. The ovorwhelming majority of netnameFJe atill 1 ive in 

rural Tillaboa, yet it haa been estimated that at the beginning of 1955, 

f!J:J% of the publio officials and civil Bervants wor!ced in the carital city. 



As a reault. governmental programs dld not reach the mass of people, and in 

ef:fect the villages were left open to Communist propaganda and subversion. 

The President convened a series of interministerlal conferenoes to 

study the problem and to suggast ways of bridging this wide gap in the ad-

ministrativo structure. The conse~uent recommendation called for cre~tion 

of n flexible and mobile orga~i~ation, which could penetrate the countryside 

and win over the villages by explaining the government's poliCies and pro-

grams for spcial and economic improvement. Thi~ suggestion was discussed 

at a special convocation of political, military, and administretive leaders 

i~ January, 1955. Some of the province chiefs objected on the ground that 

the new entity, 'which would operate outside sstablished channels, might 

challenge their poel tiolh It waB suggested alternatively that each province 

,chief should recruit agents to perform this taSk as a section of the pro-

vinciill adlninistration. 

II 

Al tlwugh the group did not erri ve at a unanimous position on thiB 

question, the President proceeded to creats an interim organization for civio. 

action within tho Presidenoy on Uarch 7. 1955 by iesuing Instruction No. 1];

PTT/VP. After furthor study, which took account of initial operations in 

t~e field, this entity was reorganizod by Decree No. 22~P. which the 

, 

President sioned on November 18, 1955. The deoree establishes a Special 

Commiaoar1at for Civic Action with responsibility for oarrying to t:,e village. 

tho Government's programs for social assistanoe and for an improved standard 

of living- In order to discharge this mission the Co~iBsariat is authorized 
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to assist the national departments in their te~\nioal operations at the 

distriot and village levels. 

The decree lays down a plan of geographical organi~ation for the Com

missariat with central services in Saigon, an inspector in each province, 

and a team of agents or cadres in eaoh district. Ths agency is to be direo-. 

ted by a Commissioner with the assistance of a Seoretary Goneral. With tho 

President's approval the Commissioner is to issue an instruction defining 

areae of interest, and also governing tho ph7sioal movement of teams and 

the operating techniques to be used. Within his oVerall responsibility the 

Commissioner is charged with certain speoifio funotionsl 

- drafting the plan of aotion in oonjunotion with the interested de-

partments and tho province chiefa 

maintaining liaison in the field with military oommanders, adminis

trators, and the teohnical representatives of national dspartments 

reviewing the activities of all teams and inspeotors 

submitting monthly reports to the President concerning current 

operations with copies to 'he interested departments 

organizing training courses for cadres. 

A degree of flexibility in recruiting oadres is assured by a provision 

for omployment of private oitizens in oase t4e numbers and skills needed 

cannot be obt/Jined from ex1etina' oategories of oivil servants or military 

personnal. The President's concern for the quality of instruotion in the 

training coursee 1s reflected in t~e provision requiring natiannl departments 

to furnish technical leoturers at the Commissioner's request. 
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The structure ~nd thG assignment of functions within the central ser.-

1<:108 in S,~igoll are to be the subject of subsequent legislatiOll, but necree 

Ho. 22-TTP describes the atatus, functions, and responsibilities of the 

Commissariat's field service in some detail. The provisions dealing with a 

regional echelon between headquarters and thG provincial level have never 

been implemented. 

Under the administrative control of the province chief, each inspector 

is charged with supervising and ~amining the operations of all teams in 

t!lat province. Not1D8 achievements and shortcominga he will report hie 

findings to the Commissioner and to the province chief. At the Commissioner'. 

request he will also conduct special invest13at10ns of problems in civic 

"ction. 

Working in every village of a district, each team of cadres ia direoted 

to promote publio health, the anti-illiteracy campaign, aararian reform, the 

anti-Comrounist information program, public security. Bocial aotion, etO. 

Ccntinuity of effort is to be assured by training' volunteer agents from ths 

local population, who will carry fOlWard the'ss aotivities when the mobile 

team moves on to other villagee. 

liere again, as at the national and provincial levols, the reporting 

function is intended to facilitate coordination; for the head of each team 

will provide the district chief with a copy of the aotivitiee report that 

is submitted to the inspector. This procedural safeguard of the right to be 

info~ed would in turn fscilitate the province chief's administrative control 

of field operations. 
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It should be noted that the text of this decree goes a long way toward 

satiS£ying the objection that was raised at the meeting in January of 1955. 

As a. corollary to the recognition of el!tabl1L~ed authority, anot:'.er provi-

sion calls upon ths national departments, province chiefs and distriot ohiefa" 

technici~s, and military commanders to assist the Commissar~ and its field 
. 

organiza.tion by providin~ logistical support and program support as noeded. 

Artiole 12 aSsigns responsibility for executing this decree to the 

~ecretary of state at the Presidenoy. On the same day, November 18, 1955, 

the Secretary issued Arrete No. 13-TTPjVP establishing the structure of the 

central servioes, aSSigning functions to the component entities, and placing 

them under the authority of a Seoretary General. 'rhe Arr3te names su bu.reauei': 

the Private peoretariat, Oorrespondence Bureau, Perscnnel Bureau, Accounting 

and Supply Bureau, Plannina and Coordination Bureau, and a Tr~ining Bureau. 

For various reasons, both ~conomic and political, the reorGanization 

of civic action contemplated in the deoree and arr&te 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 centre.l services consisted of foul' units reporting to e. Chief of Cabin.et. ' f . . 

By September, 1955 there were six bureaus in the central servioes, and. ths 

arrtlt9 regularized that e.rrangement. However, no Secretary General has been 

appointed~ and the bureaus have continued to report to the Chief of Cabinet, 

,: who h. direotly responsible to the Commissioner. Also, by September, 1955. 

two Ch~rges de Mission (now only one) had been aseigned to the organization. 

Neither the decree nor the arr~te of November 18t 1955 mentions this assign. 

mont. 

"' . 
. ' ., 

-'-, 
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By February, 1957 the number of entities in the central services had 

crown to eleven units with the addition of a Press Bureau, Security Bureau, 

Documentation Bureau, and Transport Bureau, plua the fission of the Acoount

ing and Supply :Bureau into its two component elements. RoV/ever, this 

increase in the number of units reporting directly to one official (the 

Chief of Cabinet) has not led to the regrouping of the bureaus, according 

to related fUnctions, into a amaller number of servioes or directorates. 

As for the field organization envisaged in the decree, budgetary limi

t~tions prevented the installation of an inspector in each province and a 

mobile team of agents. in each distriot throughout Free Vietnam. In fact no 

inspectors have been appointed. The available funds were at first devoted 

to dispatching teams for limited periods to some of the villagas in the 

Southern Region. Later this partial coverage was extended to the Highlands 

or the Central R&gion. 

III 

li'ield opergtlons have passed through three phases. In the firot phase, 

from November, 1955 to April, 1956, the oentral servioes with B. personnel of 

sevanty~four supported a field staff of approximately eight flundred (800)~ 

who were organized into eighty mobile teama. Each of five national depart

ments .,ere represented by two agents on the team! Public Health, i!:ducation, 

30cial Action, Information, and Interior. Here the operational base was 

the village, and e~tsen provinoes were visited. Eaoh team worked in a 

village for a period of four to siX weeks and than moved on to another 

village. 
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In the second ph~se, from April to June of 1956, the teams were called 

bac)" to saigon, retrained, and regrouped into twenty-three larger entities 

celled Province Groups. each one comprised of approximately forty agents. 

A group would be assigned to one largo province or to two of the smaller 

provinces. Here the dist~ict was the operational base. A small supervi

sory staff and a small reaervo of cadres remained at district headquarters 

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

work in a particular village for a period of eight weeks and then movo on 

until every village in that district h~d been visited. In this way it was 

planned to cover all villages in a particular provinoe. HoweVer, this plan 

did not go into operation until May, 1956, and in June the National Army 

launched two major pacification campaigns aweepiQ8 across ~evsral provinces 

and breaking the hold of dissident elemontl!l. 

In tha third phasa, from June, 1956 to February. 1957. an anl,olrged 

field staff of approximately 1300 was supported by the central services 

with a personnel of about 200. The field organiOlatiQn conSisted of ail: luge 

entities called Inter-Province Groups, which were placed under the control 

of the committee directi~ each military oparation. The Inter-Province 

Group was sub-divided into province groups. teems, and calle or units. This 

arrangement parmitted considerable flexibility in distributing these unarmed 

volunteer agents througboGt en area. marked for pacification. 

In all three phases the cadres attempted to stimulate and to guide 

self-help projects in tho villaGee and to implant a feeling of solidarity 

with the na.tional government. Thoy wore the traditional black ce,lico ga.rb 
and 

of the peasanteygained their oonfidence by living, working, and aat1Q8 with 
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them. The Commiaaariat has not yet oompiled and released a oompleto eat of' 

statistics showing the tangible res\11 ts of these efforts. However, reportse( 

from cadres in the field have indicated a wide range ot s\1betautial achieve-

menta: 

taking a census and makine surveys ef the physical needs of the 

villages , l 

- building schools, dispensaries, maternity wards, and information 
, .,.. , 

halls 
~ 

repairing and enlarging local roads 

digging wells and irrigation canals 
'" 

teaohing personal and p\1blio hygiene , " 

- distributing medioines and giving inooulations 

teaching children in school by day and conduoting anti-illiteraoy 

olasses for adults at night 

- forming a village militia or self-defense group 

conducting political meetings 

explaining the agrarian reform logislation. 

While oiviO aotion was playing an important role in the two paoifioation 

oampaisns, the President iSB\1ed Decree No. l16-TTP on September 5, 1956 makiDB" 

the Commissariat rssponsible for personnel administration in the field opera-

tiona oonduoted by the natiollul departments. Acoording to this deoree, the 

Commissariat would train the cadres and dratt programs for jOint operations,' 
" 

in collabo.rat1on with the interested departments, and then ooordinate the I • 

execution of approved programs, l'i"ld agents specializing in eduoation, 

agrarian reform, information, labor,' etc., would continue to work in these 



• 

, 

"', 
Io"~" < 
,;':' ' 

10 

technical areas; but any combination of specialists might be assigned 

temporarily to the mobile teams of civ:i-c action cadres. The resultant 'group 

would work in the field wherever the need for it!! services was greatest. 

Despite the theoretical merits of this technique for mobili .. ing and 

applying skills within an integrated field service, the plan ,could not, be 

put into practice,without the assent of the persons affected. Until now 

the porsonnel servl-ne in civic action mobile teaiDlI have been volunteers 

/ 

, -, 

chosen by competitive examination from II large number of !Lpplicants. Most / 

of them are youthful enthusiasts without previous experience of ~overnmental' 

service. On the other hand, when faced with the prospeot of transfers ~ 

E.!.2.£ to the Commissariat's jurisdiction, many of the cadres employed by other, 

agencies have resigned rather than accept the lower salary of 2000 piasters 

per month and the physical inoonvenienoes of livill(! an-' workinG in the vil-

lages. There the matter rests. The decree has not been rescinded, but 

efforts to implement it have lapsed. 

At the date of writi~tho Commissariat is not engaged in a broad QWeep 

of field operations. This intorval should be used to reorganize the agenoy 

(lad to regroup its foroes in the light of experience. It is still possible' 

that decisions will be taken at the political level to link the Commissariat 

with community development or to implement its legal responsibility for an 

integrated field fjerv'ice. In either oase the administrative structure should 

be revised, after study, to meet the needs of a changed situation. In this 

report, however, the suggested reorganization is based on an assumption that 

the Commissariat ;'/ill enter upon a fourth phasj3 of field operations with 

essentially the same mission. 

-'. ,. 
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SUPPORTnm STATJ:;J;!.mlTS 

]). IT IS R<X::OMMJ:;;N])ED THAT Tlt'J: SPECIAL COM}.USS.iRHT FOR 

CIVIC .ACTION BE RI.ISED TO A COUMISSARILT GEN1!lRAL, 

AND THAT THE COl!!1ISSIOImn GIDiERAL FOR CIVIC ;.eTlON 

BE GRANTED THE PERSONAL RfJ1X OF A SECIillTARY OF STATE 

The Commissari2ct's mission may btl stated briefly as bringing Govern-

mental programs for soc1~1 and economic welfare to the rural areas of Viet-

Nam. In 1957 the Departments of Information and National Educ~tion are 

notoble exceptions to the broad observation that permanent governmental 

agencies do ~ have full-time or part-time representation in the villages, 

Previoue MSUG stUdies have indicated that the actual effect of a national 

program is slight when the chief of the teohnical servicQ conoerned i3 tied 

to his desk at provincial head.~b,y shortage of personnel, lack of 
ever-presEmt 

transportation, and the / l> cl'''l:''c/Ul';:. In this situation the Commissariat 

oan reinforce the impact of that· program by instructing its riGId service 

to sU12plement the administrative structure of the national department. 

thereby filling a gap between that aeency and the rural population. A 

limiting factor is that the Civic Action oadres would need retraining to 

deal effectively with technical subjects, 

In addition to assisting aa an auxiliu~ mechanism in program 

execution, ~he Commiasariat is authorized to make suggestions for proeram 

planning to the responsible departmente, to propose inter-ministerisl 

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 crder to discharge theae functions 
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pr~tly and effectively. Unfortunately the question of stutus or relative 

standing seems to have blocked a free and productive exchange of views. 

. " 
~" ~ ~ 

, -
" 

, 

,,'~1 

Interviews throughout 
:,(~ 

the oentral services revealed an il1!prel'J3ion -that Of'f1oial~~ 
""" /" in the departments of state find it lowering to their dignity to deal direct17 :;':J 
>'A 

with a mere commissariat. It was learned that this attitude has sometimes ' 

prevented the Commissariat from cruling conferences, and that other agenoies . 

have shown a tendenoy to resist rulines by the Commissariat unlees or until 

the President has endorsed its position. 

Protocol should help, not hinder, the conduct of public business. The 

statue of this'entity should be adjusted to reflect its responsibilities and 

to facilitate performanoe of it. mission. Converting the Commissarint into 

another department of etate would imply permanenoe, and ,that ia !lot to be 

de3ired. In previous reports lXSUG has rflcommended' that the existing n;;,t:Lonal 

i'~ 

depGrtments should extend their field servioes vertically to reaoh the people •... 

In the mei.Ultime the Conmisfilariat, a 1:vnp!7.t'cl'Y ~ency, bridges the gap. It is 

sugGested that the .problem of status would be best resolved by elovating 

,this entity to a commissariat general and endowing the Commiasioner Genoral I 

f9r Civic Action with the personal rank of a Secretal'Y of state. 

The adjustment would permit an up-grading of key positions within the 

agenoy, As far Be protocol is conoerned, the Commissioner General and his 

aides could then oonsult with their opposite numbers in the permanent 

departments on a basis of parity. Furthermore, these changes would ~ 

affect the administrative relationship between the Secretary of State at 

the Presidency and this agency. The example of the Commissariat General 

•. : for llefugees offers a persuasive preoedent for thb suggestion. 

-'- . 
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· 2). IT IS RECOMMENDDD THAT THE COMlHSSIONJl:R GEHERilL 

REVISE THE STRUCTURE OF THE CENTRAL SERVICES IN 

SAIGON' lIY CREATING TWO DIRWTORAT~tS, AND APPOINTING 

A SECRETARY GENEBAL. 

The purview of civic action is not limited to any geographical sub-

division of Vietnam, nor is it restrioted in time'to any particular perio~ 

The decree of November 18, 1955, oontemplates the permanent assignment of 

field servioe personnel in every provinoe and distriot. Heretofore the 

Commissariat has laoked the funds and ths opportunity to decentralize 

oper~tions from. the present base in Saigon to offices in the field. In 

formulating a proposal for reorganiz~tiol1, MSUG has first $Xamined the 

intended scope of civic aotion and then noted the difficulties which have 

temporarily narrowed the range 2nd depth of field operations. The reorg~ 

iea:thl1: aoher.le h<ts been drafted to facilitate full performance of the 

mission assigned to civic action. 

For the central services there is' only one raison d'etre - to support 
be 

field operations. It follows that headquarters in Saigon should/SO organ-

izod as to dis~harge efficiently the responsibility for recruiting and train

ing qualified cadres, furnishing lOGistical support to the mobiJe teams, 

supervising and Guiding the teams I operations, coordinating programs with 

the responsible agenoies, etc. As the Commissariat General expands its 

field organization t'o meot nation-wid.e responsibilities, tho number, variety, 

and oomplexity of demands upon the lIetitl'U' •• :r'\tioes van be expeoted to 

increase. MSUG be~e that the existing struoture is inadequate to sustain 

thnt additional workload. 
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The proposal for revision does not, however. imply any adverse cr1tici~ 

of past performance. On the contrary, the recocrnized achievements cf mobile 

teams attest to a contribution from headquarters. More particula.rly. MSUa 

interviewers were highly impressed by the efficiency of' opere,tione a.t the 

oentral servioes (in the Mail Room for example). It was observed that the 

ratio of headquarters personnel to field staff' has been kept very low. On 

the prooedural aide it is worth noting that the Chief of Cabinet holds 

daily staff mec"t1rlgn with his bureau chiefs and. that a bureau is expeoted to 

complete aotion on any routine m"tter within 24 hours. 

MSUG considers that thereaponsible offioials have done good vrork at 

headquarters desKite the organizational framework. A permanent expansion of 

fiold operations would reveal the wsaknesses in that structure. For instance. 

the Ohief of Oabinet is responsible for supervisill€ the eleven bureeull that 

mt~:e up the central services, and each of the bureau chiefs reports direotly 

to him. 

The span of control limiting effeotive supervision ia a somo_1;-:, 

flexible cOllOept in publio adroinistr.:..tion. Ida:ny obseMllfti h<:ve agreed, however, 

on the validity of this oriterion - that the supervisor should be able to 

find time in the course of an ordinary business day to discuss matters 

privately with each of hia illlElediate subordinates. Given the existing 

struoture of the oentral servioes, a marked expansion in the volume of 

business would further decrease opportunities for the Chief of Cabinet to 

employ this1:.o-hnique for giving guidance. To be sure, the staff meetill€ 

should oontribute greatly to a general understanding of the situation and 

to a coordination of efforts, but a group disoussion oannot replace the 
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private c'onferenoe with its freer atmonphere. The difference in methods 

would appear espeoially signifioant 1n a sooiety that attaches great value 

to maintaining "faoe". 

Anticipating an inorease in the Cbromissariat Generalis workload, MSUG 

recommends that the units oonstituting the central services should be regroup~; 

along functional lines into three larger entit1ee to be headed by a Seoretar,r , , 
General, a Director of Cabinet, and a Director of Operations. This adjust-

ment would resolve the administrative problem of the span of control oon-
'! 

fronting the Chief of Cabinet. Hie poet should then be abolished as redundantJ;i 

tor the two Directors and the Secretary General would each be direotly ref pOl1- " 

Diblo; :; to the Commissioner GenGral. 

By delegating '1;0 thGse thre& aides a limited authority to decide and to 

act, the Commissioner General ooQld rid himaelf of the enormous workload 

eenerated by da,y-to-da,y operations and routine administration. lIe would then' 

be free to take a general view of the agency's mission and its perform~oe. 

He oould conoentrate upon broad questions, -of polict and program. Yet that 

delegation of authority would not impair his ultimate resptlnsi bili ty nor hie '" 

control over the~encYJ for these prinoipal assistants would work under his 

imnediate supervision. 

At his own discretion the Commiseioner General might inolude within an 

effeotive span of control one Or two 9hargea de Mission to undertake studies, 

investig<!tions, and other speoial missions as his pereonal a{.snt. The 

organization plan reoommended by MSUG does not involve 'l;he assignment of' 

specifio responsibilities to a Charge de Mission. 

These rolated conoepts of a suporvisory span of control and the dele

gation of authority to subordinates oan be profitably applied at ever,y 

, ' 
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echelon of administration wi thin the ac;encl" As in previous studies lr.stJG 

will be happy to work with the reSpo~Gible officials at the Commissariat. 

Gsneral to implement the spirit as well as the text of the aocepted recom-

·mendations • 

.:2). IT IS RECOtl1.fElNl)DD TEAT THE C01!J,IISSIONERGENER1J., 

DELEGATE TO ~'DlBECTOR OF Cf~INET AUTHORITY TO 

COl-WC'!' LIAISON WITH OTHER AGEHCIES. 

The decree of November 18. 1955 does not disturb the responsibility at 

nc\tional departmen1l! for determining the content of their programs for sooial 

and economic advancement. Civic Action is an instrument fOr carrying those 

programs to. the rural popu1i;.tion. As the Commissariat General will dGpe:.ld 

, upon other egen.cies to sUP12ly the substantive elements for .its prograhl of 

action, the function of lidlton assumes II critical importance. 

\ . 

Interviews at the central services revealed that three ontities are now. 

engaged to some extent in performing this function. It is proposed that 

responsibility fOr maintaining Ii continuous liaison with the interested 

departments should be consolidated 8~d vested in the Dirsctorate of Cabinet. 

This entity's concern for good public relations suggests assignment of the 

Press unit to its jurisdiction. The Offioe of the Private Secretary •• ~eB 

the Commissioner General in a quasi-confidential capaoity. Placing this unit 

undor the administrativ~ supervision of tho Director of Cabinet would help to 

insulate it from the broad stream ot routine business within the agenoy. 



~). IT IS IlEOO'M?:mlIlGD THAT THE COllUISSIONER GENDRAL 

DELEOATETO THE SOORlllT .UlY G!OO'lRAL AUTHORITY TO 

MAINTAIN FACILIT:I.mS FOR ADMnnSTRATIVD SUPPORT. 

The poat of a Seorotery Gllnersl is oreated by tho deoree of Novomber 1!3. 

1955, and we have already noted that an arr8te of the same date plaoes the 

central servioes under his direotion. MSUO proposes that the Secretary 

General's responsibility tor supervision be limited to the units ,whioh > 

furni~h administrative sQPport or housekesping services. This category 

oontains the entities charged with personnel, acooQnting, and mail room 

services, procurement of suppliee, and physical security at headquartors. 

At present the accounting function is split between the Bureau of 

Accounting and the Offioe of the Private Secretary. This division of 

rosponsibility should be ended b.r withdrawal of tho latter from that area. 

Heretofore the acoounting unit has prepared the budget for this agency. 

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

m~ become advisable to create a separate entity for tho budgeting function • 

.5.). IT IS RIiCOMl<fENDED TIT/eT THE COMMISSIONER GTINIl:RAL 

DEIJilGATE TO TIlE DIROO'l'OR OF OPERATIONS AUTHORITY 

To DRAPI' lIND rua:CUTE TIm OYmRt.LL PLAn OF .'\eTlON. 

lTational departments requesting collaboration from' the Commissariat 

Gelleral should specify whioh element~ of their program they wish to see 

carried into the villages. MEliG proposes that a Directorate of Operations 

I . bo created to hold and coordinate those detailed reqt1ests into a ooherent t .. 

plan of action for gUiding the activities of mobile teams in the field. 
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This task will require the establishment and review of priori ties for moaaur-

ing oolll.Pcting claims for sorvice, and in practice the whole qLtestion of timing 

and emphasis ma;r be !Bttled only at the Oabi!let Council level. Wi thin this 

setting the Director of Operations would draft an overall plan for tho 

Commissioner General's consideration, and after approval he would supervise 

its execution, As contemplated in the deoree of November 18, 1955 informa-

tion copies of progress reports from the field should be forwarded to the 

interested de:(>artments. Of course this exchange of information woald flow 

through the Directorate of Cabinet in both directions. 

A aubordinat~ entity controling field operations should be created to 

aerve as the authorized channel for communication with the mobile teams. 

The trainiDB unit should be assigned to the DiroctGrate of Operations, to 

offer courses of in-servioe tr!J.ining as well as the standard orientation for 

neVi cadres. Tha units for pl",nning C1nd document£ltion should b~ combined into 

one entity and placed under the authority of this Director so as to advise 

him in developing and implomenting the pl&n of action. As control of the 

available transportation is critically important in widoly dispersed opera-

tiona, it is also suggested that the transport unit should be assignod to 

this Directorate. 

~). nJ IS RECOMMl.lliDED THAT T!m COMMISSIONER GENERAL 

APPOINT.. PIlOVnrCIAL DEUj](L',TES TO S'OPERVISE THE 

t.lOllILE TEflllS. 

In ita main lines the reorganization of the field service proposod by 

, MSUG eohocs the soheme envisaged by -ohe dooree of November 18, 1955- Both 



plc.nl involve decentLclizine; operc.tions and depend upon the permcnent assignment. 

of field service personnol in the provinces, MSUO suggests 0. change in terro1-

nol06Y: Provincial Delegate instead of Inspector, because of the special 

sisnificnnce of tho i;erm "inspector" within the administrative lexicon. A 

Provinci"l Delegate would represent the Commiseioner Gcneral in each :r>rovinco. 

He would be accredited to the Chiof of Province nt the sama rc.>.nk COl tho chief 

of 0. teohllical service representing one of tha national dopartments. Worl':ing 

under the administrative control of the Province Chief, the Provincial Delogate 

would direct the activities of a mobile team of cadres within the guide-lines 

estccblished in the overall pl,~n of cotion, 

A more importOllt differenoe between the plnns lies in the choics of the 

operc'.tionel bese. The decree contemplates assignment of c. mobile te:1lll in ench 

district. Y~G suggests that 5 lo.rgor group of c~dres be nssigned to tho 

, , 

province ns C', whole. This terun could be divided into sm.::l1ar groups ;:md ' ,', '/ 

dispdchcd to v111'.g6s scutt.erod throug:lout the province, or the entire unit 

might t~.rily concentr.::te its efforts upon one p~rticulnr district if the 

aituntion required it. This provision for flexibility follows the example 

given by the Commissariat when it rozrouped the cndres for the second phase of 

field opere,tiona in Apr11 of 1956. Then the teem consisted of npproximr.tely 

forty Y5onts. In Mnrch, 1957, the Commissnrint prepared to administer the 
, 

community development progrC'm end plGnned to at&tion u team of fifty agonts 

in each province, 

For futUre operations MSUG believea thct the etrength of the tenm could 

var,y from one province to ~~other, Tcking the long-runge view, it would 

seem that the success of those operations in r,c.ining the stnndard of living 

is more likely to depend upon the 'solooUon Md tr,cining of volunteers from 
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tha local popul,.tion. These volunt# agents would be responsible for carryirlg 

the program forward when tho civic action cadres transfer their attention to 

another village. 

The field teams uill need full support from the central services to meet 

this problcm. Within the Directorate of Operations, the planning and docu-

mentation unit could draft a short curriculum and prepare training manuals, 

emphasizing the concept of organized self-help in the villages. Perhaps tho 

training unit could conduct workshops for the volunteer local agents at 

provincial headquarters. Whatever techniques or training aids m~ be avail_ 

able: the civic o.ction cadres should realize that thltY hove not completed 

their work in a particular village until someone hae been trcined to succeed 

them. The In-Service Training Division of the National lnJiIti tute of Adnlin-

1ntr"tion ,would be the logical lIorvice to assert in this training. 

1.). IT IS RECOMMENDED THAT THE COMMISSIONEB GElrnlRAL 

RL'!QUEST EACH CHIEF OF PROVINCE TO CREATE A PROVlNCIAL 

ADVISORY COJOIITTEE FOB CIVIC ACTION. 

In many instances the people of a village, with guidance from civic 

action cadres, have taken stepa to improve thoir economic sitaation. This 

is a form of guided self-help. It is possible that local resources in man-

power, toola, and materials will be sufficiont to do the desired job -

building a village school, diGging a well, 'repairing the read, etc. One 

must assume that the cadrea would discourage grandiose schemes for commu-

nity improvements that bear no relation to immediate realities. The com
A. 

mun~l project m~, however, require a small but essential investment of 
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slcillo and materials that cannot be obtained from locnl sources. 

The budget for one or more of the permanent departments (Public Works, 

Health, National Education, eto.) might already provide for proouring n 

limited quantity of 'che needed materials, and the necossary techniciana 

might b0 already in their employ ev~n though in small numbers. Civio Action 

does not and should not try to duplicate these reseurcee of supplies and 

skillod manpower. Howevcr the cadre can help groatly to Bolve this problem 

because he has been living in that villv.ge and he knowe what is needed to 

make the project feasible. 

Acting on a report fro!!! the field ngent or from the head of the '.' 

appropriate unit in the team, the Prov1nci~1 Delegate would bring the facts in 

the caee to the attention of the chiefs of the'teohnieal services concerned. 

If he docided that further action was necesac,ry, the Provincial Delegate 

could request the Chie:f o:f l'rovince to intervene in his adroiniatrCltive 

capacity. 

MSUG proposes the cre,~tion of a Provincial Committee :for Civio Ac'Gioll 

tc ,sorve as a forum :for coordinating governmental assistance to 'these 

communal self-help projects. It is aurrgellted that the Chie:f of Province 

act as Chairman and that the Provincial Delegate should be the member 

responsibl~ for preparing an $8enda. He could be coIled the Executive 

Officer. All the chiefa of the technical services should be included in 

the memborship. The committee would meet regularly, and minutos should be 

" kept. 

The Executive Officer would submit to the committee those requests 

for [,'overrunental assistance as reported by tho Civic Action cadres. If 
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the members wanted further information, the OhE,ir!!l~ll might direct the District. 

Chief to mru~e an independent examin~tion of the problem. ~ugh experience 

the committeo would develop its own procedures and standards Tor evaluating 

roquests. 

It is assumed that the overall plan of action to be issued b.r the 

Commissioner Oenercl would emphasize objectives f'nd leave considerable room 

for the individu~l Provincial Deleg~tes to develop subordinate ~emes and 

echodules. The proceedings and decisions of this committee would then assist 

tho Provln.cia,J. Dele/pte to a marked degree in devising iii feasible plan for 

civic action in that province • 
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