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Cong cuge nghién-cdu khoa-hoe hanh- chinh @4 bi sao 1dng mai
dén the-ky XX nay Cho tdl nhing nim gan day, cdac nha nghlen—
cu’u v& céng-quyén vin chi chu—trong dén cdc ché-dd hlen-phap, ‘
chlnh-tn va lua’r-phap Diéu déng ngac-nhlen 12 ngudi ta it chit ¥
dén nhu*ng vain-dé thue-tién lién- -quan tdi sy thi-hanh cde chmh-
sach cda cong-quyén mot cdch ding d3n va hitu-hidu, hodc dén sgr
kh&o-sét cde phudng-thic khidn cho bd may hinh-chinh ¢é the thile
d4y hon i3 ngén cdn su thyc-hién y-chi clla nhén-dan.

May thay, trong vong hai mudi nim vita qua, ngudi ta 43 nhén-
thic dan tinh-cdch quan-trong cfia phudng-dién hanh-chihh trong
chdnh-phtl. Ngudi ta 43 higu rdng nhifng chihh-sdch, du sa{ng suét”
dén dau hay du thich-hgp véi quye‘n—ldl cong chiing tdi mie dé nao
chang nita, cung khéng co hleu-qua 13m néu khong duge thi-hanh
béi nhu’ng ngu’dl thong—mmh du‘dc huan—luyen 34y da vé chuyen—
mén, tin-twdng & cde nguyen-tac dan-chii, va trung-thanh véi khai-
niém edéng-vu.

Sy tiéh-bo va phat-trién cda Viét-Nam Ty-do tiy thude mét
phén 14n 3 sut md mang mét hé-théhg hanh-chinh hitu-hiéu va dén-
chil. Chi quyéh d4 dem lai cho Viét-Nam nhifng bon phén va trdch-
nhiém mdi. Quéc-gia Viét-Nam hién dang phai dudng diu véi nhigu



van-d& x&-héi va kinh-t& trong dai: Nganh hanh-chihh clia Chanh-
phi sé giif mét vai trd quan-trong trong viée qui-dinh nhitng chinh-
sach 1am céin-ban cho sy gidi-quyét cdc van-d& &y. Hon nifa, khi
thi-hanh nhing chinh-sdch niy, cic nha hanh-chinh phii dude giao-
pho quyéh han réng rii. Mét nén din-chi kiéh-hidu ¢di hdi quyén
hanh céd-nhén phai tuy thuée quyén hinh cla luit-phap. Nhu"ng
muén giﬁi—quye't mét cach hiu-nghiém nhiing vin-d& phu’c—tap clia
mét ky-nguyen ky—thuat quy—tac luat-phap khong thé& qua ciing
rén, Quy-tac nay pha1 di mé&m réo va ¢o gidn d€ cho nén hanh-
chinh ¢d thé thich-tng vdi nhiing tinh- trang Tuén-ludn bién-ddi va
khéng thé tiédn lidu dude.

s, Viét-Nam, Tong—thong va Qudc-hdi, d’u‘dc nhén-dan tuyen~
12, qui-dinh mét cdch dung din nhling chinh-séch edn-ban cua
qudc-gia. Syt thanh-céng hay thit-bai ctia nhifng chinh-séch nhim
gitp Viét-Nam tiéh kip trao-luu lich-si va bdo-ddm sy ton-tai cla
Viét-Nam nhv mét quéc-pia tu~do va dbe-l4p, mét phan 16n 1a iy
4 hidu-ning cla néh hanh-chinh.

T8ng-théng Céng-hod df nhin nhin nhu-cfu mét néh hianh-
chinh viing chie, bidt thong-cﬁm vdi hodi-bao eda nhin-dan va chiu
trach-nhiém vdi cong—luan Vi ly—do @6, hai ddu ndm 1955, mdt ban

“hop-déng 48 duge ky-ket gitta dai-dién Chinh-phd Viét-Nam tai
Hoa-Thanh-Déh va Trtidng Da1—hoc Michigan State theo d&d thi
tru’Bng Pai-hoc nay. s€ gu'l gidp Viét-Nam mét s6 chuyén-vién ge
gilp viée tai Hoc-vién Quoc-gla Hanh-chinh & Sa:gon va dong thei
nghxen-cu'u glup Chmh-phu Vigt-Nam cde b1en-phap cdi-td cd-cau
hanh- chinh @€ thich-ing hdn véi nhu-ciu mdx ciia mot quoe-gia
tan-tién.

D& thi-hanh chi-thi efa Tﬁ’ng-tha’ng, Hoc-vién Qude-gia Hanh-
chinh d% ta-chifc vdi sy cong-tac-cla ede -chuyén-vién Phdi-doin
Pai-hoe Michigan State nhifng budi thuyét-trinh vé cée van-dé
hanh-chinh. Trong sudt hai thing Nim v& Sau nim 1956 nhiéu busi
thuyé"c-trihh nhu trén df dude cl-hanh tai Toa Pé-sdnh Saigon
trude mét eif-toa dong dao gém nhiing cong-chu’c cao-cip ella nén
hanh-chinh Viet-Nam..

Phin vi eb nhiéu ngu’Bl gu’L thu dén yéu-ciu chung t01 cung—cap
nhu‘ng ban thuyet-trmh do, phan vi chung toi tm—tudng rang nhing
1ot trmh—bay caa cde thuyet -trinh v1en &d.cé the gitp ich cho nhifng
ai khéng téi tham-dy dude nhiing budi hop 40, chiing t4i-d4 cho in



thénh sach nhu‘ng bai thuyet-trmh noi trén, Ching téi hi-vong
rang cudn sich nay sé gop dude mét phan nho vao sy thanh-cong
clia cude cach-mang hoa-bihh dang dién ra tai Viét-Nam € thiét-
14p mét nén ty-do va cong-ly réng réi hdn,

. Chung téi cﬁ'ng muén nhin dip nay cam on hai éng Nguyén- -

ngge-Linh, Nguyen—ngoc-Phach va Viét-Nam Thong-Dmh-Xa da
'phlen-dlch giap nhtrng bai tu‘o‘ng-trmh ra tleng Vlet khiéh " cho
nhitng bum thuyet-trmh va viée in sdch niy o két-qud m§-man.

[

V0 Qué'c THONG
G1am-doc Hoc-wen
Québe~gia Hanh-chinh

WESLEY R. FISHEL
Trudng Phai-bo Co-vén Bai-hoe
Michipan State tai Viét-Nam

Saigon, thang 12 nam 1956
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l NHIEM-VU QUAN-DAC
aA? Il LI
TRONG TO-CHUC CHINH-PHU
Walter W. Mode

H3&u hét ching ta 6 1€ déu d3 nhan-dinh thay, ra"'ng mbi khi
6 hai hodc nhie‘u nguéi tu-hop véi nhau, thi tife nhién ¢ mét ngudi
trong nhém &y lanh vai tro diéu-khién cdu chuyen d‘ang noi hodc
cong viée dang lam. Suf-the nay rit tu-nh1en va chu’ng 10 rang nghé-
thudt linh-dao khong phai chi neng bam sin ¢ & mét vai ngugi,
ma nghe~thuat niy, moi ngudi déu san co. T4t i chuing ta day, ai
cung 43 co 14n 1&nh vai tro 1&nh-dao i mdt ndi nao.

Su thé na}r con chu’ng-to rang moi ngddl chung ta deu that-su
co nhing kha-nang chl-huy ma ta co thé phat- trLen néu ta mudh,
3 dia-vi ch1-huy, chung ta da biét ring ching ta cd th& thau-thap
dude nhiéu két-qui hon_vd1 s6 nhan-\zlen dang & dudi quyen ta, néu
ta hudng-din ho hon 1a néu ta thic- -d4y ho. Nhu tat cd moi ngudi,
ho s€ lam viée de-lue hdn khi ho tuén theo chi- thi mot cach vui
thich hdn 12 néu chi’ lam vi' sd bi tring phat hay mat viéc.

Ban hdy thit nhé lai xem ban &4 13m cdch nao d€ 16i kéo nhitng
ngudi chung-quanh cling hoat déng vdi ban & hoc-dudng, 3 cde chu-
lac-bd, trong gia-dinh hodc trong nhing cdng viée khac. La ngudi
chi-huy gidi, ban phai di trudc nhitng ngudi theo ban, nhung khéng
vi thé ma bd rdi hto qud xa & phid sau &€ d&n khi ngoanh lai, chi
thdy cén tro-troi ¢ mdt minh. Hon nia, ban 48 «cd héi 1am dudi
quyén ngudi khde » vd di nhin-dinh duge gita su chi-huy khéo 1o
va vung vé khac nhau 13 thé nde. Ban d& .c6 18h ph3i nhan chi-thi —
ban d4 biét phin-ing cla ban trude mot Iénh truyén-khish va mot
16 yéu-cdu. Ban dd ting nghe ngudi trén gidng-gidl mt cdch minh-
bach va diy-du vé cong viéc giao phd cho ban. Nhigu ban di tiung
dugde « ty ¥ cong-tae ». Tong-s6 kinh-nghiém v& dia-hat quﬁn—dﬁ'c vi
g1a0-th1ep ma ban dd thau-thip duge trong khi 1&m viée vGi'nhiing
ngu‘dl khac co thé cho ching ta két-ludn rang nghé-thuit quan—ctoc
cd thé hoc héi va ap- dung. Bay gid chung ta hdy xét qua mdt vai
khuynh-huéng mdi ciia nghé-thuit ‘quan-déec ngay nay. -



2. °  XNhitm-vu quan-ddc trong t8-chifc chinh-phd

Quy-dinh chinh-sdeh,

Mét trong nhing tai nidng cin- -bin nhit cla nghe-thuat quan-
dor: ngiy nay l1a su chi-trung chinh-sdch. Chink-séch 14 nén méng
clia nhung nghl-dlnh d18u-1¢ va huidn-lénh. Chinh-sach la mét
ducng-161 43 dude chap-thuan hay 12 mét dia-ban d& hudng-dan moi
hoat-déng hanh-chanh. A1 13 ngddl chiu trach-nhiém vé su dat gé -
chinh-sdch ? Thudng thudng ngudi dit d€ chinh-sich phii la « Ong
Chu », ngudi ding diu mét nganh, nhu eng Bé-trudng, nhu‘ng quy-
dinh chinh-sdch khong phm la cong viée cia neng mot ng'u.’dz Congr
viée na:, pha1 phat xuat t sy dé héi y-kiéh cia tat ¢ mot ngu‘ch
1Y c8p trén xudng ciAp dudi, va xay-dung trén kinh-nghiém cla
nhifng nhan-vién chi-huy, dén-dée-vién va nhan.vién, Mét chinh-
sdeh chi thanh hinh duge nhg 5 sy dudc quy-dinh va th1 nghiém
mot dudng 161 : ki€m-diém va didu- chihh lai d‘u’dng-lm Ay sao cho
thich hgp v3i didu-kién vi nhu-cdu ludn luén bién dai. Nhing vin-
kién trinh- bay chmh—sach phai dude ro-rang va d& hiéu. Mot chinh-
sich va cdc muc-tiéu cla chmh sach ay phai dudc glal-thlch va
thdo-ludn kx -ltdng v moi cap. Mot chinh-sach hay cé dic-tinh la
10 rang. gd\ gon va day di ma khong rudém ra, cin- cu trén nhing
nguven-tac vu‘ng-chac, cd tinh cach thue- té va co thé ap -dung du‘dc
da dude qui- dmh chung v3i moi cAp-bic va nhét 14 d& thi-hanh, dé
hiéu thau va ap-dung cd hiéu-lyc. Mét chinh-séch khéng hay thudng
kém & ché dé hidu 18m va dp-dung vé hidu-luc.

T6-chife.

Lién-hé mat—thlet vdi viée gqu- d‘mh chlnh sach la nguyen ~téc
t8-chifc va sy Uy-nhiém quyén- hanh Su té-chitc ¢&n phdi hét sic
gidn-di. Sir Henry Deterdmg, glam -dde cong ty Royal Dutch Shell,
mot hang cd chi-hhanh khap the—gldt cTa n01 « Yéu-t§' chinh dua
con ngudi tdi thanh- cong mét each chic chin 13 sy don-gidn. Vdi
véu-té' cto. khoéng ai cd thé thii-ba dude. Toi ndi don-gidn day nghia
la 1am cho cde van-d& clia ta dude gia’m di- ho'a dén tot buec. Hau hét-
moi nguda déu cd the thanh cong, néu ho gidn-di-hda mei viéc trong
A5i song — heét thay nhung cdi phife- -tap déu 1 sa1 14m cd. Tinh-
: _cach gian- -di la d’ac-dlem cia moi viée dang sy chi ¥ cda ta». Mét,
té-chite khong th& duge phan chia lam nh1eu ddn-vi nho Mm ddn-vi
phai ¢6 1¥-do bién-minh cho sy tén-tai cla don-vi &y.



Nhidm-vu quin-déc trong té-chifc chihh-phd 3

"Mét té-chite phai did co rén d€ doi-phd véi nhiing didi-kién méi,
va phai di khi-ning hgp-sic dé gidi-quyét nhitng vih-dé md khéng
dodn dugc ti trude. D1du nay rdt ding trong trudng-hdp Viét-Nam
Tu—do ngay hay Nhéin-vién mét bd khéng nén qué déhg-hda vai bd
Ay d€ déh ndi quén nhing muyc-phiéu chung cta toan thé Quan-
trong hon hét pha: 14 nhiing muc-phiéu ndy. Mét té-chifc chi’ 12
phu‘o’ng-twn &e di té1 mue-dich, chi khong phai tu né 1a cdu-canh -
cda no. Mot to-chuc phai 6 thé tu ndl rong ra hay tu thau hep lai ¢
ma khong gay nén su thay doi ndo qua quan-he D& trdnh nan nhj-
bé1 sue-lue va nan trach-nhlem khdng g1dlud‘1nh mét cach ré-rét, gay
nén 1&m-141 va cham-tre, méi nhiém-~vu cdn-thiét phal dudc uy-
thdc mot cach ré-ring cho neng mot don-vi trong té-chlie. Lam
nhi vy s€ tdp cho ta xic-tién nhifng 18 16i gidn-di va khigh ta
quen thi-hanh ngay nhitng hanh-déng tryc-tiép hitu-hiéu. Cdc ddn-
vi hanh-chinh phéi dude thu‘a~nhan va lam nhung céng viéc hanh-
. chihh. Cée don-vi hanh-chmh chi ¢ quyén cé-vén va khuyen—nghl
chit khéng dude chi-huy, ra énh hode difu-khidn. Cde ddn-vi 4y
tro-td nguoi cdim diu té-chife. Vién-chife nay mdi 13 ngusi cé
th§ quyét-dinh thi-hanh cde bién-phdp theo dé-nghi cla cde don-
vi kia va viéc nay thuge pham-vi hanh-déng riéng cia vién-chic
4y ch{® khéng phéi la cla don-vi hanh-chinh kia. Nhy véy, nhing
nhan-vién tuy-thudc cde don-vi kia cing df dude san sé trach-
nhiém hogch-dinh chu.l’dng-trmh téng-quat, phm-hdp va kiém-
&18m. ' .

Trach—nhi{em.phai tuang-xli‘ng v6i quyén-hanh. Néu khﬁng )
bién-phdp &€ cho ngudi cé trach-nhiém mdt quyén-hinh tudng-
dudng thi’ nhing ngudi chi-huy chi 14 nhifng vién tiy-phii cao-
cdp ma théi. Plng nén bao gid giao-phé mét edng viée gi cho mét
ai néu ta khong cho ho d8y-dd phudng-tién cAn-thiét d& lam .céng
viée dy. Ta hdy coi quyéh-hanh va trach-nhiém nhy «béng véi
hihh ». M&i nhén-vién phdi b8t ngudi minh phai bdo cdo 1én va
‘nhiing ngudi nao phai bdo cdo cho mihh. B4t cif té-chiie nao cling
phai co mot hé-théng quyén-hanh nhat-dinh dude mei ngudi trong
ta-chife &y hiéu biét ranh ré. La nhiing ngudi-chi-huy, qui vi
phai tén-trong hé-thé’ng quyén-hanh trong khi cu-xd véi ngusi
dud: quyén. Nhifng ngudi chi-huy thudng hay «qua mit» nhiing
don-dde-vién dudi quyéh ho : ho musn giao-dich tha’ng d€ hanh- -déng
cho nhanh chéng, Tuy nhién, ho d4 lam sup dd he-thong quyen
hanh khi di «qua mit» nhing ngudi phu-td trive- -tiép oda ho.



4 Nhiém-vy quan-ddc trong té-chiie chi'nh-phﬁ

MGi ngudl trong mot ‘t6-chiic phdi ¢ mét ngudi ch:-—huy va chf
mét ngudi 4y chl—huy mihh ma théi. Mm khi nguyen-tac nay
khong dugde dp-dung thi s& phat-smh ra mot tinh-trang 16n-xén va
am \fe. « Khon g ai 13 ngudi ¢ 'the phung-sy duge hai « thiy » ».

Su glao-dlch trong noi-bo mot té-chife pha.l dude tot-dep, t0 tren
xuong dudi, to dudi 1en tren va ngang quU& ngang. Theo 18-16i c6-
dién, thi su glao-dlch ay van di tu trén xuong du’dl va mang hinh-
thie ménh-lénh. Mdi day ngudi ta da bat d'au ap dung céch-thie
lién-lac tf dudi 1én trén. Nhing ngudl G cap dudi 6 the cd nhung
y nghi hay va nhing diéu than-phlen chmhudang Tim hleu va
lang nghe ho dé&nghi clng cd ich nhti gm tiéh & ngan~hang Co-
nhin d% ¢b cau ; « Trdm hay khéng bang tay quen ».

Lac ndo ta cﬁ'ng nén cé'-géfng tim ecdch cai-tién 1é- lf)'i lam vide.
Khong nén bao gld coi thu-tuc 14 vinh-vién, Mot bo- may hay mot
g y-klen méi cd the thay d6i nhu’ng thu-tuc ay bat e ie ndo. Su‘
ki&m-sodt pha1 dude thuc-hién bing cdch chii ¥ t3i nhilng van-
d& dic-biét hon 13 nhu’ng van-d’e thudng ngay. Lé&-16i nay thutng

duge goi la asu quan-d’oc bang ngoai-1& », va dién-ta theo khai-
niém : ¢ hdy quan-tim toi nhung viéce lo’n thi nhu’ng viéc nho cling
s€ dude chu-dao ». Quan-niém rang ngu’ch ch1~huy khéng thé luén
luén 4€ tim déh nhiing chi-tiét vun vat rat 1a xac-thuc, RAt nhiéu
dbn-dée-vién o 601 héi xem xét dén tat cd moi hoat-dong thudng-
l&. Ho bu dau vé nhilng chi-tiét va chf quen véi nhifng khil. canh
vun vit cla cong viéc, nen nhung van-dé kho khin lam ho mét
tinh-thdn va roi phaz cd ettu k& khde gitp 44, Ngu’d1 ta ¢d cau
«tham déng xu nhd bd dong bac 1én» la thé Ta- hiy d’ao-tao
nhu‘ng don-déc-vién cha'ta bang cach cho he tham-dy vae su giai-
quyét cac van—de khé. Sau cung, trong té-chife phai diude thlet-lap
_mot he—thong kidm-diém va cai-thién cong viée lam. Nhd no, ta co
thé biét cong viéc tlen-trlen dén muc nao. Cong viée phal duge
kiém- soat vé phén pham cing nhu lu’dng Néu ta quz-dmh nhu‘ng .
tidu-chuan nang-xuat khong qua dang, thi' cde nhan-vién s& co nang
cao tiéu-chuin dd 1&n hon nifa. Ta cé thé kigh-didm nhiing két qua
dd hoan-thanh qua cac bai bao-cdo, cac cudc thanh-tra, s phan- .
tich kinh-phi va cde cude kifm-diém lai cde phudng-phdp quan-doe.
Ta hiy xem kj coi méi bdo-cdo-ed hifu-dung cho mét mue-dich
h1en-ta1 hay khong Po6i khi muc-chch da bi bd ma ngudi ta hiy
_con tlep—tuc bao-cdo. Lam nhu th& khéng khdc gi' ném tiéh qua
cla 56, .
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Vai trd cilia nguidi chi-huy.

Ching ta d3 ban qua vé sy qui-dinh chmh—sach va 15- chutc, heé-
thong lam viée, g1d ta hiy trg lai vai trd cla- ngudl ch1~huy Yéu-td
d4u tién cdn-thiét cho-mét sy didu-khién hitu-hidu 1a sy hiéu biét
ré-rdng céng viée phai lam. Thé con ké'hoach 13 gi ?.Duy-thdo ké-’
hoach khéng phdi 13 mét cuu-canh ma 13 mdt phudng-tién dé x4
dung mot cdch hidu-qui hon nhitng yéu-ts trong tay ta, Du-thao

ké-hoach 14 diém khdi ddu sy thi-hanh bién-pha'.p hanh-chdnh, Hém
nay chung ta chi’ d& y tdi nhdng yéu-td nao cd the gmp chung te
trd thanh nhu’ng ngudi chl-huy va lanh-tu d’ac-sac .cia cac nhan-
vién dusi quyén ta ma théi. Chung ta hay thit tim hleu nhiing die-
tihh nao 1a quan-trong nhat ma ta ¢ the tim thay ¢éd-nhén nhing
1&nh-tu. Cac ban hiy ngh1 mot lde toi mot ngu‘dl ma cdc ban 43
tung phuc-vy hay cong-tac cung, va theo ¥ clia ban, ban cho 12 mét
mét nha lanh-dao g101 « kha-nang » hodc « ditc-tinh » duy nhdt nio
dd lam cho ngu’az 4y tré nén mdt nha linh-dgo ti‘a.c—sac ? Day toi
xin gop mot vai y-kién ve nhung kha—nang va die-tinh ca-nhén
ma téi cho la he- trong d6i voi ngudi 1inh-dao.

Mot 1anh-tu gidi phai hidu ngay eéng-viée phai lam va chusn-
bi nhing chuong-trinh d&€ hoan-thanh céng viée kia. Thudng
thudng mét chuong-trinh bao-quat, dude giai-thich ranh-ré cho
nhan-vién, s&€ gitp nhﬁ'ng ngudt niy thi-hanh chuong-trinh 4y hiéu-
'qud hdn. Mot lanh-tu gidi khong nhitng phai biét nén ﬁy-nhiem cac
phan-su? mai cdn phii bidt nen uy-nhlem edch nao dé co nhidu két
qua nhat. Ngxfch lanh-tu g101 phai bt dau cang—wec bang su phan—
tach cang viée ay, xem phén nao la phan ¢é the uy-nh1em valucdau,
chi nén uy-nh1em nhv.rng phan d& nhat ma théi. Sy uy-nhlem khong
dd cho ngLfdl dén-dée-vién cai trach—nhlem t01-hau, va vi vy ngudl
nay phai dy-nhiém mét cdch can—than v sang subt..

Mot don-&oc-\rlen cé th& quyet-dmh hoan-hdo hdn nédu bidt lch-
dung kmh-nghlem qua-khu va luén ludn so-sanh nhitng quyet-
dinh trude v4i nhing ket qua do dd ma thau thdp dude. Ngudi dén-
dée-vién phai’ theo hin quyet dmh cia minh va trd-lidu chu'dng-
trinh thi-hanh nhung -quyét-dinh ay. Tu:,runhlen mot don-doc-wen
g101 la ngudl biét nhin-nhin mojt quyet -dinh d¢& va tlm-klem bién-
phap tu-sua quyet-dmh dé kia. Ngu'dl dén-doc-vién glcu phai tdp
dlic-tinh quyét-dinh mau chong va hoan-toan nhén- lanh trach-
nhlem mdt khi dd quyet dmh . C
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Méi don-doc-wen phai hiéu tit cd cdc giai-doan clia mot cong-
tdc d& ¢ thé tdp-trung kha- nang clia minh vio nhing diém khé
va glup dd nhifng nhan-vién mdi. Ngu’dl don-doc-wen lal con phai
thiét- Iap mot chu’dng-tnnh huén-luyén cho méi edng tac va thén-
trong tung yeu—to trong,edéng-tac nay Mot c’[on-doc-v1en cé thé trd
nén thdo-vat néu ludn luén tu-bé tal—nang cla rleng minh va biét
6 thit-loai va gldl-han kha-nang cda nhing ngifdl dugi quyen minh.
Nhufng ngu’al khac, va nhat 1a nhan—wen du’d1 quyén, sé€ tin- ttfdng
04 mot don-dde-vién néu éng nay t6 ra thang thén trong viée nhé cung
nhv trong viée idn, d8i ddi mot cach copg-bmh véi nhan-vién dusi
quyén vi khong biét-d3i riéng mét ai.

Thém moét due-tinh nffa cda nguE)i chi’-h’uy hay, ldnh-dao la
tinh kién-nhén : klen-nhan s&€ trd nén mot thoi quen néu ngu’&:
don-dde-vién nhan-dinh sy khac-blet gita. cdc cd-nhén va higu ring
m01 nguci khong thé gidi bang nhau!

DE tdm tat ta nhén-dinh thay rang cd nhiéu kha-nang va
dic-tinh can-thiét cha sy lanh-dao tdt dep nhv' khid-ning thau-hidu
ngay cong viéc phdi lam, trt thdo chuong-trinh, quyét-dinh  mau
chdng cﬁn cu trén nhﬁng sy-kién cu-thé, hidu thil, moi céng—téc
dudi quyen ki€m-soat eda minh, huan luyén nhan-v1en v cu-xu
v3i nguoi khac mot cach kién-nhén.

Ching ta.dd xem xét mét vai phudng-phap thiét-thue, d& tu-bg

nghé—thuét lanh dao cla ta. Diy 14 nhing phudng- phép hdp-ly co
the 6 ich cho chung ta. Pén day™ta lai bi dit trude mot cau hdi
nia: «tai sao rat it khl chung ta dé-cdp dén nhu‘ng diéu ay ?n,
Cau héi nay co ddy y- nghla Chung ta thuang n%i ring ching ta
khong <o thl gld guén bang cdc van-dé dy khi bdn, hay la nay
48 qua tré khong bo dude nhu’ng thoi quen iy nua.

Téi muéh noi ring «nghé-thuat linh-dao dude hdp nén bdi
mot loat nhiing thér quen vé cach cu-xit hing ngay-ma nhd thuc-
hanh, 44 trd nén mdt phan cda con ngd&l chung ta . Cdch lam cho

ta th&m-nhudn dudc nghe-thuat do 1a bat dau bang nhung chuyen ]
1am nhd nhit va dé'y co- gang lam nhung chuyén hang ngay ay mot‘

cach tot dep hdn. Va ching ta phdi bdt ddu ngay ti bay gw‘ la vita.
Co 1€ cac ban biét hdn ai hét, mt vai nhuge-diéhi eda cde ban &
dia-vi chl-huy Hay bit ddu (.al -thién hgay. nhiing diém 0. Hay
phat-trién mot it thoi quen mdi, tu-béd chung thém, xong roi thi
tap sang nhifng thoi quen khac, Lam nhu viy ching ta ed thé phat-
trién nhung dife-tinh lanh dao cla ta.

—
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La1 con mot y-klen nifa ta cé thé- ap-dung dudc 14 néu muén
bd mot thdi 4L ta phai thay thé nd bang mét théi quen t6t. Néu
'.ta €o khuvetnchem trong cong—cuoc huin-luyén nhon-vién (co 1€
bdi ta cim thay khéng du kha-nang 4€ lam viéce ay), ta cd th&
hoach dinh tride cong viée trong mdi trddng-hdp, nhu thé ¢& dén khi
- bat tay vao viée huan-luyen ay, ta sé thay c[e-dang hdn. T6i thudng
. van tu bat bude thay dai mét thoi guen yéu bang mot th01 quen
mmanh hdn -

- Du-chi- mét pﬁtfdng-tién trong viéc quﬁn-dé'c;?

Chung ta 43 ban dén mm llen-quan gitfa su qu1-d1nh c.hmh-sach
'Sy 1:0--chulr:,L nghe—ttﬁtat chl-huy vai cong viéc guan-dée. Bay gio
chung ta hdy xét dén su du>chi ma ngudi-ta xem nhu’ la mét phli‘ong-
tién quan-dét. Chinh-phd nic cung phdi cdn cé di tlen dé thuc-
‘hien cong»tac Noi rong ra, thi' s tiéh cén d& duy- tr1 mot chinh-
<phl 1a tuy & ban-chat ‘cda x&-hdi rna chmh-phu ay phung—su’ 3
tmh-chat clla he-thong chinh-tri va & loai-tht nhiém-vu d6 chinh-
phu ay d‘am-dlrdng Ngan khoan céh-thiét cho mot chmh-phu b1
amh hu‘dng cla he-thong chinh-tri bao trum chmh-phu 8y, va nhat
* 12 cla cdc mue-tiéu xd-hoi va kmh-te clia he-thong nol tren Thi-
tuc thau -nap tigh va X\ dung tién ay ae duy -tri’ chinh-quyén, thay
dm r‘at nhiél tiy ti¥ng nude. Nhung trong moi trudng-hdp, thi-tyc
ay vin phdi tiy-thudc caec -di8u-kién nhén-sinh ; trong sd nhing
giéu-kién nhin-sinh nay, quan-niém chinh-tri, cd-ciu céng- quyé‘n
';dleu-klen kinh-1&' va chinh-sdeh 'xd-héi la nhifng diéu phai dude
chu- -trong nhiéu nhat. Trong mot che-c'fo dan-chl nhiing nhu-ciu
ngan-te, khong du’dc guan-niem va lam thoa méan nhu ¢ trong mot
ché- do doc- tal. vi guan- mem chinh- tri cla che—do nay ean- cu trén
mot quan- -diém khac han quan-ctiém dung lam cdn-bdn cho quan- -
niém chinh- tri cla ché-do kia. Vi vay, mot chinh-th& dai-nghj _
thudng theu nhung diéu-1é va qui-ludt khéc hin nhung didu-1é va
qui-tudt ez mot chinhe thé do mét nha dée-tai kiém-soat va difu-
khién. Hon nifa, nhitng trihh-d9 va diéu-kién sinh-hoat kinh-t&
cﬁng eo mit anh- huéng khong nhd. Nhi'ng chinh- sé.ch kinh-té' va
x3-hoi méa mot chlnh-phu cu-gang thi-hanh, din dan sé cé anh hu'dng
1di cace phudng—thuc thau thué va xu‘-dung tién thué ay Thi-du :
mot chinh-phil chi-tam khuven khith cd-nhan chi- nghla g€ khong
theo nhifng phudng-phap cia mdt chinh- phu 14y chi-nghia tap»the
*lam mue-dich.

=3
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Trong s6 nhu‘ng hinh-thitc khdc biét cla cac phlfo‘ng-phap cip-
tiéh ddi-tho nhing cong-cuge do chlnh—-phu cde nude trén the—g161
tru dinh hoan-thanh, va dudi nhiing hmh-thuc dl-dong cda cac to-
chiie chlnh-tn ngtich ta vin nhin, thay mdt vai yeu-to chung déng.
_Mot trong nhiing yeu—to nay 14 ké-hoach nhu-cdl tai-chinh cta mét
chmh—phu bao gbm hai khoan thu va chi. Mét y&u-td khéac la
thd-tuc hay phudng—phap ding &¢ thdo-dinh, chap-thuan thufc—hlen
va klem-soat ke—hoach nay. Yéu-t§ thf ba 13 sy ton-tai cia mét
tham—quyen, ¢ trdeh-nhiém thi-hanh ke-hoach nay theo tu’ng giai-
doan hen-t;ep Nhu’ng yeu—to nay se bi ngoar—guh llch-su’ quan-
- niém chinh-tri, hink-thie cong quyen va~cac nhu-cdu cda nhin-
" sinh, b1en-ca1 Nhu‘ng moi chmh-phu tan-théi d’eu dy-thdo nhu—-cau
tai-chdnh cda ho bdi st lo-liéu cla nhifng tham-quyen dude thiét-
lap mét cdch hgp-phip. Thi-tue di-thio ngan-sach nay dude goi la
« suf du-¢hi » (1).

- Khi da quan-mem dusthdo ngan -sdch nhi 14 mét phddng-tlen
quan—d‘ue ta pha1 nghién-ciiu trach—nhlem quan-trl ngan-quy Tién
ma chmh—quyen chistiéu 13 tién cda moi ngu‘dl Yéu-td nay khién
chung ta phai thén-trong, ch1~1y va can~k1em khi xu’-dung cdng-quy
hon 14 khi ta dang tiéh rleng cta ta. Vi sdo ? Vi, v& phudng-dién luan-
ly, chiing ta la nhu‘ng ngutdl duse ng1f31 khdc ky-—thac tai-sdn ‘cda.
ho che-ta, Chung ta ¢6 . bon-phan déi vei nhu'ng ngu’dl n0p thué va
bon-phan nay ta khéng the coi nhe. Lich-s d‘a chu!ng td rang ngan—
sach cd lién-quan mat-thlet vii sul phat—tnen chinh-th& dan-chi.
Ngén—sach 1& mgt trong nhiing bao-ddm do hidn-phdp ‘dit ra cho
moi chinh-pht dan-chii-ché,

Ngan—sach 14 gi' 7 Néw xet theo cach xu’—dung ngan-sach ngay
nay, va qua—trmh 11ch-su cla no, ta cb thé néi rang ngén-sdch gém
- ba thanh-phdn: chihh-y&l :

1° Mgt ke-hoach du-ch1

2° Thi-tue’ dy-thio, chap-thue’_in, thuc-hién vi ki€me-sodt ké-
hoach nay. )

3* Mét vai cd-quan hl:l‘uutrach ddm-nhiém méi glal-doan trong
thi-tuc ‘nay.

-

-

(l'.l Tu'-ngif s dif-chi » dnng -ad dich chif « budgeting », mit chit A5 dde ap-dung .
theo ¥ nghir nay t hai thé-ky & bén Au-Chau (L.N.D).
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Ba thinh-ph&n nay phdi-hdp lai, thudng dude goi la «thi-tue
ngan-sdch » hay «du-chi » trong khi ké-hoach du-chi thi dude goi
13 «ngén-sach ». Ngan-sach 12 mét chudng-trinh tri-liéu nhu-ciu -
tai-chinh cla chinh-phti trong mét thdi-han tudng-lai nhit-dinh.
Cong viée thiét-14p ngan-séch s€ cho ta mot sy lién-quan cin-doi
gitfa chi-khodn phong-ude va thu-khodn tién-lidu.

Ngan-sich 14 mét phudng-tién ma cong-quyén ding dé tri-
lidu nhilng hoat-déng tu’dng—lal mot phudng-tién cong—quyen ding
dé phac-hoa chu'dng-trmh lam v1ec trong mét thdi-han nhat dinh.
. Ngan-sach gém hai lién-kho3n chi va thu. Mot chinh-quyén khén-
khéo xem sy 14p ngin-sdch nhu 1a mét cong-viée lién-tue phai thi-
hinh trong lde bihh-thudng cling nhu lic bat-thudng. Ngan-sich
nhtt 13 cdi thuide diing d€ do-hrdng hidu-qua cta céng vide. Ngudi ta
c&n-ci vao ngin-sdch d& so-sdnh cdc kétqui hidn-tai vi ngin-khodn
di ding dé" thau-hoach dude nhing ke't-—qué nay vdi nhifng wde-
ludng 14y & nhiing klnh-nghlem qua—khu‘ Khi chu’o‘ng-‘crmh hoat- -
dong da ﬂlidc phac-hoa va dién-t3 bang nhiing con sé cda ngin-
sach, nglidl ta phai tim difde nhiing phudng-tién de lam cho ed-quan
hﬁ?u-trach theo dude dung con d‘uéng d& vach sin, hay néu cAn- thi
sta déi them mét d6i didu méot cach trat-tit. Cong vide nay dude goi
12 sy « kiém-sodt ngan—sach ..

Sy thlet—lgp ngan-sach bt bude giéi chf—huy phai hoach-dinh
chinh-sach. Khi ed mét ngan-sdch, thi gidi chichuy nhi th€ &% cant-
két thi-hanh mét chudng-trinh hoat-déng, Chidng-trinh nay doi héi
gidi chi“huy phéi quyét-dinh vé pham-vi va céc giai-doan hoat-déng
tudng-lai, Td phéi hidu ngén-séch 13 mét phudng-tién &€ di tdi eltu-
canh chit khéng phai tu nd 1a cdu-cinh cda nd. N:gan—séch dilde 14p,
ra d& xu?-dung' Ngan-sach la mot phlidng-tlen cia cong-quyen, l1a
txeu-chuan d€ cac nhdn-vién chl-huy trong t8-chuc dfo-lu‘dng keét-
qua 43 thau-thap dude. N6 dit-dé nhu'ng muc-phleu ma mdi cd—quan
hay méi nhon-vién trong cd-quan phai gop phén riéng 44 chl-dmh
cho minh trong ké-hoach tong-quat Nhu vdy cong viée sé dddc thém
phah minh-xac vi gay du‘dc su tin-nhiém. Ngu’dl dling déu mét co-
quan phai biét cd-gquan cta minh phai lam nhiing gi, biét ngudi ta
mongddi nhiing gi' 6 minh, bidt khi nio céng viée ti€h-tridh mot
cdch dep-dé, khi ndo edng viée tré-ndi va duyén-do cla sy tré-nai
&6 13 & dau. Nho thé, ndi lo ngai-do sy tri-nghi ma ra, sé & dude
mot phén 14n,

Ngan-sch nél dude thidi-ldp va xd-dung mdt cdch didng din,
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co thé gay mot anh-hlfdng xay-dung doi véi nhan-vién trong mit
t5-chie. Ngan-sach ed the' 13 mét phu?dng-tlen lam cho cic nhan-vién
tuy-ihuoc mot to-chdc hay phuc—vu té-chue 4y, hoan-thanh nhu’ng
muc-phleu chung clia toan the th v&y, ngan—sach s& eé mot anh-
hl.fdng diéu-chihh va hdp-nh4t cho té-chie. Mudh quan—doc mot cach
co hleu-qua mgt ngan-sich 44 dude thang-qua, ngu‘.c‘:’l guan-ddc-vién
phal th:et-lap ‘m{t hé-théng gidp mihh diu-khigh céng viée, va
kigm-diém mét cach lién-tye sy th1-hanh cde bién-phap cho ding
theo ké&-hoach.

Hé-théng ngan~sach phal dudge vi chi-huy de y dén va tlch-cu'c
_ung-ho Thai-dd cda vi cthhuy ton-trong he-thong nay va xuf-dung
tiéh trong ngan-sdch mot cich quy-cl s& cd anh-hudng dén sy thita-
nhén ngan-sach trong toin-th& té-chilc.

T4t cd nhan-vién té-chuc khéng nhifng phdi am-hidd ranh-ré
sy t0n-tai, nhifng muc-tidu va dich c¢da he-thé'ng ma con phai sin-
sdng thia-nhdn nhu'ng muc-phidu va muc-dich iy cung nhu sé pheu
chng-tdc voi nhau ¢€ hoan-thanh nhu’ng muc—phleu ay Toan the
nhén-vién trong ta-chite phii ¢ mét y-niém v& cong-tih, v& nhiém-
vy 1am trén mét cach can-kiém va cd hiéu—qué nhéit nhitng cong-vu
do phap-luit-d3t-de,

Cdec nha hanh—phap thuong nghi danh-t% « ngan-sach » chi ap-
] 'dung cho cac ke—hoach hanh-chanh ma théi. R4t tide ring sy phat-
frién cdc he-thong chuan-b1 va klem—soat ngan-sich d3 td ra rit
.cham-tre vi nhlmg muc-phiéu cla ngan-sach tudng-d&ng véi cic
.nhiém-vu quan-doc dtf-thao ké-hoach, klem-soat va diéu-chinh,
Nhiéu nha ch;-huy cho rang ‘chit « ngan—sach » chi cd nghia 13 dy-
thao ké-hoach tai-chinh. Quan-mem nay di nhién phat—smh tl budi
sd-khal khi ma, ngan-sach ditge cdc té-chile ch1nh~quyen g trén dua
xuéng. Tuy nhién, vi dan chung cang ngay cang lua v déh nhifng
ky-thuat qudn-dde cdi-tiéh, ta thay sy phat -triéh va tinh-vi-héa dy-
thao ngin-sdch 13 mot ky-thuat quan-doc d4y-hia-hen.

* Trong sy du'-thao ngan-sach e ha1 giai-doan khac-b1et nhung
lién-quan mit thi€t véi nhau 13 sy chuan-b1 v kiém-sodt. Hai glal-
doan nay ¢ mot ¥ nghia dic-biét, Néu muon thyfc-hién day-du nhiing
muc-phleu cla sy dy-chi thi thi-tuc chuan-bJ va kifm-soat ngan-
sdch phai di d6i vdi nheu, nghia 13 phdi cd.su cdng-thc gita e¢de nhon-
vién dai-dién cho cdc phéan b, hodc cc 16 trong toin thé téchitc.

Muén l§p ngén-sich cho dude hoan-hdo thi ta phai giit sao cho
nhiilng nhu-cdu luén luén dude co din. Ta khéng the tranh dude
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s\ sifa- dm trong mot muc-do nio, bdi vi ' ban-chat the-gldl chung ta
dang song 13 hay bigh-déi nhu’ thé 4o, nhu'ng khoéng phal vi tudng—
lai bab-bénh ma ta ¢d quydh khong nhim muc-dich nao. Trii lai,
ta lai cing cdn phai hoach-dinh mét chtrdng-trmh dd co-din d€
cho fa nhleu dudng-16t hoat-dong khac nhau. Cde 101 glal-thlch
x nguyen-tac ngén-sach » b1en~chuyen. lam cho mét tb-chie cd thé
sia-doi va sap -d4t lai cdng vige &€ dm-pho vdi nhiing di€u-kién hay
thay-déi,

Musdh chuan—bl va klem—soat ngin-qiy mét cach day—du ta phal
c6 mdt he-thong ky-luc d¢ bat ky ' ldc ndo ta eling ¢d nhing loai
tm-tu’c cd lién-quan dén vin-d4é dudng-sy trong moét th31-han t8i-
thidu: Didu nay quan-trong dac-blet trong cong viée klem-soat
ngan-sich. Bdo-cdo cing it chgm—tre bao nhiéu thi sy kiém-soat
cang ¢6 hidu-qua B&y nhiéu:

Céch cu-xw cdia ngudi chi-huy.

Gid ty ban df cé mot chihh-sch cin-bin, mét t6-chile, mét
chuong-trinh lam-viée va tién &€ 1am céng viée Ay, thi sy’ thi-hanh
chudng-trinh 4y cfing con phii nhd & nhilng nhan-vién dutdi quyén
ban. Ta cﬁng higu réng néu khéng cd mot déng-cd hitu-hiéu thdc-dé’y
ho lam in td-t& thi céng viée ho lam cho ching ta khéng phai 1a tot
dep hin. Tuy nhién phat-khdi va duy-tri dude mét tinh-thah phuc*vu
cao dep khéng phal 14 diéu ty-nhién ma cd. Cac don-d'oc-vlen phal
luén udn coi-sde sao cho cde nglrdl 1am dudi quyéh ho cé « thlen-ch1
lamn viée »,

Muén tao nen dudc nhting thai-do thlch-hdp, ta pha1 bit dadu
ba\mg cdch cho mébi ngud1 du‘d: quyén ta mot cam-’cddng t6t vé nhu’ng"
diéu klen 13m viée, vé loai thit cong-’cac cua y, vé& nhifng ngudi se lam
viée vGi y va quan-trong hdn het ngudi ma'y phucsvu va trd ta.

Tinh-thdn cda mét dodn cong-tdc khéng bao gid gJ.u' duge
nguyen myt trong mot thoi- glan lau dal Tinh-thin nay thuong -
thuwong lén hay xuong va cd thé bidn-déi mau-le va lon-lao. Muon
glu’ cho muyec trung-binh dude cao, ta phai chu-trong dén nhiing cam-
glac cia nhan-vién dudi quyéh ta va dung blen-phap mau-le de
g1al-th1ch nhs.rng didu dang 1am ho thac-mac Trong khi ay ta van
phal klen-tao nhu'ng dong—co‘ mdi ¢6 thé day manh nang—xuat Da 56
nhiing dén-dée-vién thu’dng gxao-thlep than-mat vdi nhan-wen ae
klen-tao tinh-than phuc-vy cao bang cach : néu gudng bmh—tam,
cong-bang, trong dao va chdm lam ; ndi chuyén mot cach tu-do va
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thang—than le cac nhan-v1en dlidl quyén d€ ddnh tan ngay U lic
dau nhffng néi thie mée cla ho ; khuyen-khlch nhting séng-kién co
the cai-tiéh to-chilfe va xem xét nhu‘ng sing-kién &y ; ; luén luén co-
gang hdo’ng cic cude n01 chuyen vé cong vide thay vi vé nhan-v1en :
va cho nhan-vién biét trude nhiing sy thay. déi lién-quan téi ho.

Mie ddu e nh1eu thien—chl dén dau, mot. nhan-vién khong thé
trd nén hodn-toan néu ngu’dl 4y ¥héng blet phai 1am viée gl va phal
lim cach nao d& hean—thanh cong viéc ay. Mot phih quan-trong
trong cong v1ec cua ngddl dén-doc-vién 12 huan-luyen cho nhén-
vién dugi quyen hlet vé.ky-thudt va kién-thic can—thlet trong cong
V1ec Trude kh1 bt tay vao v1ec huan-luyen, ta cing nen chuan-b1
it 1au a€ &G san-sang va 48, chac-chan rang chung ta d& am-tu’dng
nhing- d‘ieu sap trmh—bay, rang ta khong quen mét diéu nao quan-~
trong, -rang bai hoc cdn phal dé hidu thi mdi ho‘p-ly va rang ta da
co ciu moi yéu-td khi bit dal- ‘viée huan—luyen Déh khi bat c’tau
huan-luyen nhan-vién thi cé 1€ ta cliing phéi lam cho nhin-vién ay
san-sang hoc-hm Khuyen-khmh st luu-tdm cua ho. Luc nio nhan-
vién 4y higu thi a& cho y thitva ta hay chia bt cif 18i-14m nao cila v,
Pén khi nhin-vién & ay td ra 4 bidt dieu phal lam va phai 1am cach
nao dé 1am thi hiy d& cho y lam va chi think thoang méi kiém-sodt
xem y lam an Ta sao. Neu el theo thu-tuc kha glan-dl nay thi mot
phan 16n vaAn-dé huan—luyen dd tut nd duge glal-quyet Rot cude
van chi cé nguyen-tac hidh ro cong viée, cé mét ké&-hoach huén- Iuyen
hay v thi-hanh ké-hoach 4y.

Péng.cé thic ddy nhan-vién chim lam.

Mét nhiém-vu khac cla ngudi quan-dbe-vién la khuyén-khich
nhén-vién 1am cho eéng viée duge hoin-hao. Céng vide quin-dée 1a
coi gitf sao cho nhiing céng viée trong cd-quan ciia mihh dude hodn-
hao, M3 nhfing phudng-tién cua ngu&i quan-do'c 1a: ngst. vt va
tiéh, Van-dé quan-tioc khé khin nhat 3 chd blet ding nhung phudng-
tién do. Titn cd the k1em duge bing nhidu cich : vay mudn, thau
thue, hay do cong quyen danh riéng cho. Vat thi co thé duge Ung-
bién, thay dox, hoac b qua mdt bén. Con vé ngu'dl, ching ts phar.
nhin ho véi cé-tinh riéng cda ho va biét diing ho mét cdch thich
nghi. Nhan-vién dudi quysh qui-vi 12 nhiing ngudi nhu vy va ho
cling -cé nhiéu hoal-b'a'o, long ty-cudng vi ude-vong. Pidu khd 1a
1am thé nio thuic ¢y ho 1am cho xong viéc. Pdng-ca thue day la
mot lde-hidng didu chu.yen moi hanh-ddng, moi hanh-vi. Hét thay '
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mo1 vide chung ta 1am .d8u 1& vi chung fa bi bet- budc lam hodc
vi chung ta mudn lam cong viéc ay. Y-chi lam mot viée vi minh
muon van manh va bén-bi hon 13 y-c’i1nh lam vige e vi | bi bat bude ».
Y muéh cé: thé 1am thay d6i cac 101 sdng, bign-d6L c3 x&-hor,
1An cde chét ‘6. Su th& dd khish ngudt ta hodn-thianh xong nhidu
céng vide. €4 1€ mét trong nhifng van-dé khé-khin nhat, trong céng
viée quan-dde 14 thau hiéu nhifng ddng-cd thic diy nhan-vién va
nhilng théi-do cuia ho d& lam sao cho nhfi'ng ngudi 1am viée véi nhau
chung suc ma phung-sti tich-cuc to-chuc minh. Ta d&.co cau : « Td ¢6
thé Inua thm-gld clia ot ngudz ¢ the mua sw hlen-chen cia mot
ngtfdl tai mot ndi nhat amh 1a1 nifa cd the€ mua dude & mdt so-lugng
chuyen-dong clia bap thit méi. gid ha:,r mbi ngay ; nhu’ng ta khong
bao gm‘ cd the mua dfu'dc long. hang-ha1, sy tan-tuy cua tAm-tri’ va
linh-hén ». Cée 6ng phai §n d. lam sao dé ngu‘81 dudi quyen pha1 te y
hang-hau va tan-thy Do la cong v1ec clia: ngl.fdl quan—&oc, vi nguon
' san—xuat hita-hen nhat trong cong viéc 13 : «y chz lam viée ‘cua con
'n,gitdz ». -

Tréch nhi¢m vé& cong-vu.

Sau cung, chilng ta hay xem tdi trdch-nhidm phuc-vy cﬁa.nhﬁ'né
nha cai-tri. Nhﬁ'ng nha cai-tri cao ca’p 13 nhifng ngu’6‘1 am-higu di
ol van—&e ho- thudng géh gidng cde chlnh-trl-gla 8 chd ¢ tai Ilidng
dude su’c-h.fc tinh-cdm va nhu-ciu cia din ching. D6 la dicu bt
yé’u. - -

Khéi-niém « phuc-vu céng chdng » goi nhu 1a trach-nhiém clia
nhiing nha ca1—tr1 an xau trong 3 tu-tidng vé dia hat cai-tri. Nglfdl
ta khéng thé& nm tdi mot vin-d&nao trong (ila-hat nay ma khoug
s6m hay mudn lai nhic tdi khai-niém do.

Thi du nhu vé ke-hoach da’sé nél. khong phal 12 hét thay cac
ké-hoach deu dudce quy-dmh trén nguyen-tac cho rang két-qué hay
muc-phleu t61 chung cua nhiing ké-hoach 4 ay pha1 de Phuc-vu nhéan
dan ; nhifng keﬁhoach 4y d4 dude dit ra dé co thé thu'c—hlen nhu‘ng
muc-phleu cia mdt bo-hofc mdt cd‘-quan mot cach chu-ddo nhat su
klem-soat va thanh-tra 14 hai yéu-td' rdt can @& tim biét xem dan
chung co du’dc ginp 46 nhy di dy- dmh hay khéng ? Ngan-sach va
sy kiém- soat ngan-sach dude dit ra de bao ddm sy chi tidu céng-quy
mot cich can-kxem va phdi 1y ; con vé& lién lac, mot giai-doan quan-
trong trong viée lién-lac 14 1&m sao cho céc nhé cai-tri dude am-
" tudng v& nhitng ¥ mudh. cda dan chling,
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Phan—tlch cho dén cung thi nhiing tidu-chuin va muc-tiéu cla
khoa cai-tri co the duge rut lai thanh khdi bé. Hleu-nang, ké-hoach,
nguyen-tac, triét- -1y, nhu‘ng diéu d6 d&u duge bao gom trong quan-
niém phue-vu eong chung Nhﬁ‘ng ngd6'1 cong-bde bao gic cung nén
nhd rang dén ching 1a chd cua ho va gzal d‘ap tron-ven nhu-cau cda
dan ching 13 muc-phiéu- tél chung clia nhu‘ng hoat-déng clia ho,
Nhiing sy cax~tr1 khong phai chi Ia nhiém-vu cia mot quén cd vo-
tri. Nhiém-vu cua Ilglidl cai-tri 12 phdi tri-hoach, e gang, suy luén,
gmo-huan x4y ddp cho toan thé cong-déng nhan dan.

' d day, tai Viét-Nam ty-do, trach-nhiém do da dude Tong-thong
Ngo—Bmh-Dmm nhén manh khi ngai tuyen-bo trong budi khanh-
thanh Quéc-gia Hanh-chanh Hoc-vién :

« Nglfdl cong-chutc phéi hidu réng ‘cong viée cai-tri khdng phﬁi
tw no 13 mét cdu-canh, nhang chi 13 mdt con ch.fdng glup-da cac
ngudi ebng-chie phye-vu nhin dan mét cach chim-chi va hleu-qua
hon. D¢ 1a ly-do khlen ngusi cong-chu’c pha1 ludn luén tlep-xuc vai
nhan dan va coi sde cho nhu’ng thé-thite phu’c—tap khong tré nén
mot hang Tao ngan\cach cong*chu‘c vdi nhdn dan va tao nén mét
giai-cdp riéng biét va 1ch-ky ». y

Nhu viy Téng-théhg &f dinh nghia mét. trong nhu‘ng nhiém-
vu ehmh-yeu la: «lam cho g161 cong-chu’c cao &b high ring ddng
ke nhat 13 tinh-thdh mét chl-thl chi khéng phai 1a nhiing tit-chudng
c:-ua mét nghi-dinh ».
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3 CAP TRUNG
. ) Guy H. Fox

‘Trong mdt £5-chite ldn thu‘dng hay co ba dia-hat quanwdoc

-1) Su quin-déc & cap-bac cao,

9) Su quin-dbc & cap trung va

3) Su ki€m-soit & ngay cong-téc hing d4u, Ta khéng th€ vach
nhitng muc-gidi ré'-rét gida nhing trinh-dé tréeh-nhiém 3.'}'

Tuy nhién, thtidng thudng ngudi ta co thé néi rang quan—doc
3 cap trung bao gbm céc trmh-do trung—-dang c¢da sy quan-dée. Ty-du
nhy ¢ Viét-Nam, quan-doc g cap trung bao trim mét dia-hat kha
réng, tuy khong hin la nhat—dmh va cé-thé bao-gom nhu‘ng vién-chite "
sau day cac. ong giam-dde (la nhilng vién-chifc cd thé duge coi nhu °
chfng & khoan gida hai trinh-d3 cao va trung), cac ng chanh-su-vu,
cad éng chi-syy, va c6 the thém cde ong trudng phdng (thy-theo cic
58). Quan-ddc 8 cap trung con cé thé bac-ham nhu’ng v1en-chuc ding
dau hodc nhitng nhan-vién chmhv-yeu trong cac ty-so clia cdc dia-
phudng ; nhiing éng gidm-dde-cde cd-s8 cong nhu tru'dng-hgc,,benh-
vién, vi cdc co-quan tif-thién. C4 ngudi eén 16ai vio-cip trung nhiing
vién-chife ding dau cde don<vi trie-thude méi b va cde sd phu-trg,
nhv cac phong mua ban vit-lidu, phéng nhin-vién, phong tai-chinh
va phong ke—toan Tuy nh1en ta h3y tam gat qua mot bén van-dé

nén hay khoéng nén coi nhu‘ng vién-chife phu-trg 4y nhhu nhilng

quan-dde-vién clp trung ; hém nay t6i sé chi thie-luan vé trudng-

-

hogp nhing vién-chuc ding ngay trong hé-théng chi-huy v thi-hanh -

cic nhiém-vu dude coi nhu cin-han sinh-téh ctia cde chinh-ph.
Quan-dée ¢ cip trl.mg 1a mdt dia-hat chmh—yeu trong mot t5-
chue hanh-chanh. Cac quan—d‘oc-v1en cdp trung chinh 13 nhu‘ng
ngu’dl co trach-nhlern tru-thao cde kéhoach riéng-biét va chl-hu;y
- ede tac-dong cua cong—quyen Nhu glao-su‘ Leonard D, Wh1te di noi,

ngu‘31 quan-uoc-wen cap trung phal g1al-quyet cdc vin-d8 « quan- _
trong l1en-quan d&T. s sdng ¢on cla mét néh hanh-chanh chu dao,

luén: ludbn cdh dén tai chuyén-mdn, ldng trung-kién, va khd-nang -

\
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lanki-dao. Nhiing hanh-ﬁong cu-the clia mot chlnh-phu a& phue-vu
ngu’dl cong-dan ¢d dem lai két-qua hay khong. 14 ty’ ndi nhu‘ng ngudi
8 trmh—do quan-dée cap trung Cap nay chinh 13 ndi ngudl ngoai
nhén-xét tinh-than va tmh-—kh’l ua mot cd—quan cong—quyen, can c
vao & ¢¢ gan cho cd—quan ay mét tleng xdu hay tleng tat, ma
d6 cling 12 mét tru’dng hudn-luyén 1am trdi-né mét s6 16n nhifng tai
nang quan-déc cap cao ».

St thuc thz klnh-nghlem as cht.l’ng té cho chung ta hay rang st
quan-d'oc d cip trung, néu di léch dud'ng, c¢d thé la mét bite tudng
ngin-can sy phat-trién cla ludn ¢3 nén dan-chii, Téi ¢5 dude ching
kién tai Nhit-Bantrong nhiing nim héu-chién, ci mdt hé-thdng quan-
lidu hi-lau, ¢ khong theo kip cae chinh sach mdi, lai con tim cach
pha-hoal cude ti€n-trién dan-chi. Quoc—hm Nhat-Ban 6 thé thohg-
qué cac d'ao-luat va cac éng bo-tru'ang cé the co-gang dem nhitng
dao-luit 4y ra thi-hanh, nhung d€ roi cd mét hé-théng quan-lidu
hd-l4u con tiém-nhidm tinh-thén chuyén—ché’ va phan-ddi moi sy
céi-tao dan-chy, lam sai-lac nhffng y-muédn cla dan-churig va ngin-
irg su thue-hién nhiung hoal-bao ay Mot tinh-hihh cung gén tuong
t, 1:u3r khong nguy—klch bang, a4 x4y ra d bén Anh-Cat~Ld1, sau cude
The-gldl Ba1-ch1en II, khi dang Liao- dong Anh 1én ndm chmh—quyen
Chmh—phu Anh h01 d‘o, do cde Vzen-chu'c ding Lao-ddéng ¢dm dil,
da than—phlen rang cac dia-vi chmhuyeu trong chmh-quyen déu do
cac dang—v1en Bao-tha glu’ vi nhu‘ng ng:idl nay ngan—tro nhting ch-
gang clia cac éng bo-trudng mubdh xdc-tién thi-hanh cde phép- che
mdi. .

. Ta phai hi€a ring trong mot-xi-héi dé.n-chﬁ, nhiing ngudi-quan--
déc-vién & céi: trung phih Iuon luén tudn theo ¥ muédh cia nhan—dan
nhw d’u’dc -cde vi dan-c bay-to trong quoc-h01 va nhd dude nha cdn
guyén hu‘u trach trmh-bay Nhing quan-doc vién cap trung khéng &
trong pham-v1 cd the dat a& hay thay d6i chinh-sach. Trai lai nhlem-
vu cda ho 12 thi-hinh ding-d&n vdi tat ca kha-ning clia ho, bit cd
nhlng chinh-sdch nao 4% dude chinh-gidi qui-dinh, bt chap dén
quan-diém di-dohg cia riéng ho.

Mic daw cé mét vai-trd guan- trong trong sd thanh—cong hay
that-bal cua cong viée hanh-chanh va cda ngay ci cac thi-tuc dan-
chd, sy quan—d’oc ¢ ¢dp-trung 43 khoéng dude moi ngu‘dl chit y 161
nhidu. Nhing bai nghién-cdu va phin-tich v& vih-dé nay rit 13
hiém. Hon thé nifa, trong céc cudc cdi-cdch hinh-chinh, ngudi ta
d ludn ludn ling quén gidi quan-dde cdp trung va chi dé ¥ cing-cd
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thém sy quin-déc § eAp cao ma théi, nhat 13 bing cdch phat-triéh
so ' nhén-vién trung-u’o’ng va cdc ed-quan phu-trd Tuy cac bién-phap
cung-co sy quan-doc g cap cao va su phat-trlen thém 5o nhan-v1en
trung-uong cling cac cd-quan phu-trg la. rat can—thlet nhung sy thé
nay*da lam cho ngudl ta quén khéng chu-trong tdi dia-hat quan-dde
cdp trung, mac fiau dia hat nay khéng kém phin quan-trong tuy
khéng dude quyén-ri bang

Mot. ly-do nifa di khiéh quan-dsc & cﬁp trung khong duge chu-
trong téi, 13 & nhidu nuwde, ty-du nhy & Hoa-Ky, cong viée quan-
doc nay khong dudce nhm-nhan nhv mét thit-loai rleng biat, Lai nia
rang d da-sb cac quoc-gla, nhing quan-dée-vién cap trung thudng
48 dat t6i dia-vi 4y 1& vi khid-ning chuyen—mon cua ho trong mot
dia-hat hay nganh riéng bidt, chif khéng phal 14 vi kha-ndng-quin-
doc tong-quat cia ho. Noi mdt cach khéc thi cdc quén-&6t-vién trung-
cip thu'ang‘ chi' 1a nhufng chuyeri—wen co chuc—phan, trong khi d‘ang ]
1€ ho phai 12 nhitng ngudi cé thtfc—ta1 quan-doc

T61 r&t han-hoan nhén thay rang ¢ Vlet-Nam sy thlet-lap va .
phat-trlen Vién Hanh-chinh Quoc-gla 1a mét bang ching 16 r§ d day
nhu-ciu tuyen—ltra vi huénuluyen cac quan—doc—v:ten trung—cap dd
dude chi ¥ toi. V4i mot chudng-trinh &8y dii ba nim, chudng-trinh
hoc-tip ban t6i mé cho rat nhidu ngudi, thdi ky thp-su cong viée tai
cdc s4, mot ti, sach v& khoa-hoc hanh-chinh. mdi ngay mot nhigu
thém, cac cong—-tac nghién-c u‘u\hanh-chanh va nhu'ng co- gang khdc
@€ cdi-tign hé-théng hanh-chanh‘g hoc v?én nay hin s& dong mét vai
tro cang ngay cang quan-trong trong cong—cuoc xuc-tién- nganh
quan-dée cép trurig & Viét-Nam. T6i hy-vong rang Vién Qude- g1a
Hanh-chianh .khéng nhing sé tlep-tgc khuech-trddng thém cac
chugng-trinh hién-hifu ma cdn nghién-cttu va khai-thde nhifng con-
&tdng khéc cd thé lém cho nginh quan-déc ¢ip trung thém phin
kle'n-hleu Vi da s6 quy vi ¢ diy 18 nhilng nha quan-déc cip trung,
nén quy vi ¢é "thé va pha1 gop phan vao cong—tac nay, coi nhu mét
phan nhiém-vy doi véi To-quoc . :

Mot trong nhiing céng trinh nghién-cttu hlem-hoz vé nghé-thuat
quan -dét & cap trung tai HoauKy da duge mot Uy-ban thlib‘ng goi-
1a Uy-ban Reed, do Tong thong My uy-nhlem hoan—thanh nam 1951,
Trong s6 nhilng khuyen cao dé-trinh, Uy-ban nay o noi:

« Chung t6i thlet nghi rang ching ta s& Iidm dude nhidu ket
qua my mén.hon néu chiing ta chfdmh va md ta day: @G nhiing chite-
vu hanh-chanh & trong méi bé hofic méi cd-quan. Mai néi phai lap



1

20 . Nghé-thhit quin-dée & cip trung

danh-bo nhu’ng ngoi d& td ra. co ’kha nang hanh—ch1nh,gh1 chil nhting
thanh—tmh ho &a thau dudc vé phﬁdng dién ca-nhan hay doan-thé,
chuc-ngach‘hu_an tai clia ho, ciing 14t c4 nlilfng y&u 8 khac lién hé
"t8i ho. Déng thdi,schung-t6i tin ring cic dén-ddc-vién va cde chi-sy
phong nhan-vién co trdach nhiém luén ludn tim kfié’mmhﬁ"ng ngudi
co thé trd nén nhfi‘ng quan-doc-vién xung dang... »

Nhu vay Uy-ban Reed tuy chuta khuyén-cdo tu-hop cde quan-
dbc-vién cap trung thanh mét loai riéng, nhung d‘a nhén manh rang
hé- thong cong-vu co thé cai-tién dude nhiéu néu ta thém co«-gang
tlm-klem cdc quan-déc-vién trung-cip cé nhifu kha-nang quan—&oc

Uy—ban Reed cung aq tuyen—bo mét cdu day ¥ nghla vé v1—tr1 cla .
.nganh quan-d’oc § ¢ap trung. Theo Uy-ban nay thi cac qua.n-doc—wen
Lrung-cap luén ludn bi coi nhu nhifng thanh-phih riéng biét va v1
viy su ditu-chinh ‘gida ho ga kem phan hleu—luc trong mot t5-chilc
bao ~guat. Noi nhu viy ¢6 nghia rang tAm mit cila cde quan-doc-wen ‘
cap trung ludn ludn bi dia-hat chuyen—mon nho—hep cta ho gldl-dmh
nén ho phat—trlen mot quan-niém sai-ldm vé& su quan-trong caa ed-
quan va chuc-phan cla ho, va nhu thé& ho thufdng chi nghi dén' bdo-vé
an-ninh eda dén-vi cia ho va khong tréng thay cdi trdch-n hiém chung
d6i vdi mét ngudi « chu » duy nhat 14 nhén-dén do Quoc-h01 va Tong—
théng dai dién,
Theo hai glao-su’ lﬁ:ltz M. Marx va Hemry Remmg, Jr., thi nhu‘ng
ly-do khiéh cho da sb cac don-dde-vién trung-cap 6 mct tam mat
eo-hep 14 :

1} Bé-th& cua nhu‘ng t&-chic to rong,va

2) su phan—phm cée to-chife & 4y thanh nhiéu d’dn—v@=c}1uyén—m6n.

« Lién-ddi véi mét don-vi riéng biét trong mot cd-ciu phl.?c-tap,
ngu'01 quan-doc-wen trung«cap thu’o’ng hay tu dong-hoa v6i nhing
su’-the:" va muc-phleu de thay cia don-vi minh >, Ha1 giao-su Marx
va Remlng edn noi rang ngual quan-dée~vién cap trung thudng
khéng thich tu‘xep minh vao khoi guan-décma et hay dat mmh vao
hang ngl nhing chuyen-wen trong nganh riéng d& dwa he 1én td1
dia-vi do. :

Bay gla chung ta 43 ¢6 the de-cap van-dé sau diy:« Ngu’cﬂ quan- _
déc-vién cap trung tride hét pha1 14 mo6t nha chuyen-mon hay phai
1a ngu’dl o tai quan-déc ? Chung ta ¢6 nén bit chude ngum Anh-
thlet-lap mot doan-thd don-doc-wen co nghé& chuyén-mdn cho mbi :
nganh khong ? Glal-phap cho nhifng van-gé nay khéng phax 1a mdt

’ - . ) p)
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glal-phap d& hay 13 43 cTu’oc moi nglid1 chap—nhan Giai-phdp &y cb
thé tiy-thude nhidu yeu-to cé thé thay ~déi tuyr theo cd-quan va
cong-tde hay con cd thé tuy- -thude trmh—do cla sy quan—d‘oc cap
trung. i

Nhat 1a cho nhu’ng trinh dd cao cua su quan—doc cip trung, liéu
ta cd mét cd nido chinh dang d€ cho céc quin-dc-vidn cip trung
ty-hop thanh mét doan-the chuyen-mon riéng-bigt hay khéng ? O
trinh-d6 nay, nhiém-vy. cla ngudi quan-doc-vién cip trung thuée
pham-vi hanh-chinh nhiéu-hdn, nghia 13 ngudi 4y phai danh mot
phén 16n théi gia va nang-luc dﬁng vao nhﬁng cdng viée qué’m-dé’c
nhu du’-thao ké-hoach, duf—chl to-chu’c tuyen—chon nhan—v:en giai-
quyet cac cude tranh-chap, chl-huy, cheu-chlnh va kiém soat cong
viée thl-hanh cac quyet-dmh v... v... Ta ¢4 thé tim dude nhiédu tyudu
chu’ng—to rang nhieu nha cai-tri c6 tai-ndng &4 thanh—cong 1dn-lao
trong su ldnh-dao mot nganh chuyen-mon dudgc u:y -thae cho ho. Tuy
ngudi quan-dée-vién edn phdi hlegu nganh minh chl—huy, nhirng nhiéu
khi ngudi 8y c6 thé hoe biét dan dén cdc didu chinh-y&u sau khi dude
bd-nhiém vio chie-vu 4y. Thye sy’ thi & trihh-d6 cao cda St_l' quan-dac
cAp trung, ngudi quin-ddc-vién pha1 kidm-sqdt nhidu cong-tdc
chuyen-mon khac nhau va.khéng the 1a rnot nha chuyen—mon trong
tat ca cde dla—hat ay Ngudi &o chic chin phai 1a ngﬂdl khéng co
mét t&m mat nhd hep, hay ch1 Iuu tam tai mdt nganh chuyen-mon
ma théi. Tét hon 1a ng‘lidl ay am—tufdng moi- chuyen, hi€u va can-
nhac mét cach d‘ufng-d‘an titng cong-tac trong t3-chite dudi quyén
minh.

Néu cée quan—doc-wen cap trung tu-hop vo’l nhau thanh mot
doan—the ‘chuyén-moén rleng-blet thi 13 didu chic-chén b 1di, nhét 1a
néu cé thém mét he—thong chuyén-giao lién-vu va llen-bc_) theo giao--
st Marx thi mot su to-hdp nhu vay s& cho cac gdn- do'c-vxen cip
trung hiéu them vai tré tong—quat cda hg, Cde quan—doc-wen cung se
cd mét tdm mit rong-rii hon va mét kha-ndng difu-chinh baonquat
hdn. Them nia’ tap-hdp cac. qua{n-doc-wen trung-cap sé khién sw
trao-dm nhin-vién gida nhan-v1en hoat-vu va vidn-phong trd nén
aé dang va xic-tién dude su ‘higu biét guia cac nhan-vién do, mot su
hleu-blet hién dang thleu—hut ma lai rdt cAn cho cong euoc hanh-
chinhh.

D11 vén-d€ trinh-dd k1en—thu’c ky-thuit cua ngu’dl quan-doc-wen
cap trung duge glal-dap bang cach ndo, ta cling nhan. thay mot su
kién r6 rét 43 dude Uy«-ban Reed nhén manh: N gu‘al quanudoc-wen

A
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caj_a trung c&h pha ¢ kha-nang quén-ddéc d& chf-huy mét cach hidu-
qua trong pham-vi k1em—soat clia ho. Ho pha1 s i kha-nang thue déy
va kich-thich nang-lu’c cho nhiing ngu'dl dudi quyen ho, va gay cho
nhu‘ng ngu’dl nay tinh- than croan-the khi cong-tac Ndi tém lai, ho
phal biét « ding nhifng c o-gang cua ngtial khac» dé hoan-thanh
cdc muc—phleu da uy-thac cho ho. Vi van-d€ chi- dao va kiém-soat
con s& dude nhigu dlen-gla khéc trmh-bay trong nhiftng bai thuyet—
trinh sau, t6i s& khong tho-luén van 48 dd & day.

. Muén lam vxec o h:eu-qua, ngﬁ&i quﬁn ddc-vien trung-cip
Kkhéng nhu'ng phal co gt kha ning quan-doc trong lanh-vdc chuyén-
‘mén cua ho ma.con phau ¢ nhiém-vy d!eu-chmh va phol-hdp hanh-
dong clia ho v8i nhifng muc-ph1eu va mye- dich chung rong 16n clha
t§-chie. Mudn dudc vay ngu'dx quan-cIoc-wen trung-cap phal am-
tudng nhu.‘ng quyet-d‘mh cia cap chl—huy vé du’dng—lo:, va biét didu-
hgp eéng-tde véi cdé quin-déc-vidn edp trung khic.

Muén chz-huy va d&eu-chmh co ket-qua chung ta cdn phai co
mot hé- thong lién-lac t6t dep : t6i dung chif « 11en-1ac » o’ day voi
mét y—nghm bao-him nhung s dam-luin ,truc-tlep va bang dién-
thoai, thd-t17, ban tin-tife, eéng-vén, bdo-cao, Chl-th}, th#m-hdi y-kién,
dai-hoi, h6i-nghi cla ﬁy-ban, ban thong-tin hop dung tho, khyyén-
ngh1 — va cd-nhing hanh-déng va“thal-d‘o o déi khi ré-rét hon 1a
ldl noi.

Vi thdi-gis eo-hep, chung ta khéng tﬁe di sdu vio nhitng yeu-to
can-yeu cho mot he-thong lién-lac hiéu qua Tuy nhién theo thlenny .

clia tdi, thi s hen-lac phdi 13 mét con du&ng ba hu‘dng Tu' dudi &n .
trén, tif trén xuong du’éi va ngang qua ngang (va ta cling ¢d the thém..

mot hudng thit tw1a di tréo tit gée nay qua gde kla)

Bon-phén ¢ v§ ngudi quan—d‘oc-wen cao-cdp 14 phdi ding hé-
- théng lién-lac tf tren xudng dudi &€ cho nh‘ufng quan-&oc-weﬁ cﬁb
trung d‘u’dc biét vé nhung muc-—phleu va muc-dlch chung clta té-chuic,

Nglid1 quan-d‘oc-v1en cap trung cling phai biét tdl .mot mutc- o nao, .

nhu“ng dong-cd y-muon va ly-do hanh-ctong ctia cap trén, thi mdl

-

cb thé tut minh quyet—dmh mot 50 vﬁn—de, lam dad ganh nang cho cap :

trén. Hon nifa néu cdc quan-d’oc—wen cap trung hiéu rd nhu'ng mye-

phiéu va ddng-cd chung, thi ho co th& tdp-chung ning-luc cia ho
vio nhifng vih-d€ quan-trong mjt cach dé-ding hon, Thudng thudng

d nhilng cd-quan.ngudi qudn-ddc-vién edp trung khéng hisu

nhing muc-phiéu cda cAp trén thi nhiing vAn-d€ nhd bé khéng dau

E
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lai dudc quan-trong—hoa Sau cung néu th&u hidu nhﬁ"ng muc- phzeu
va y-dinh cla td-chue thi ngddl quan—doc-wen cap trung cd thé co
nhleu sang—klen hay khi c¢6-gang hoin-thanh nhing muc-phiéu cla
t8-chdc cia minh.

Hleu—nang cla edp trung cdn cd thé duge tang-cudng thém fa ang
mot he-fhong lién-lac i dudi 1én trén,.cho phép cip trung tham—du’
mft cach gian-tiép cong-cudc trit-thdo k&-hoach va chihh-sich ciia
cdp trén. Vi nhing quinudo'c-wen trung’ca'p it quen thuge voi sy
thl-hanh cac chlidng-trmh cla chmha-phu nén ho biét diém nio cb
thé thi-hanh va chem nao khong thé thl-hanh dude. Vi viy cac ke—
hoach va chmh—sach s€ gén thu’c—te hdn néu phan anh y-nghi cla
nhifng ngidi quan-d’oc-wen trung-cap 14 nhtmg nhan—wen truc-tlep
thl-hanh nhiing chinh-sach va chudngutnnh ay. Hon nita, khi tu-
tu'dng cua ho &n khdp vdi cde chudng-trinh va ke—hoach chung, thi
nhiing quén dbe-vién cdp trung s€ thi-hdnh nhifng chinh-sach éi'y
mét cdch néng-nhiét va am—hleu hén,

Ta eiing nén nhd rang thi-tue cho nhén-vién dudi quyen bidt
tdi cac chtrdng-trmh va muc-phleu bang mdt sy lién-lac tu trén
xudng dudi, va bang cdch cho ho cd dip tham-dy cac vin-dé lién-
quan déh ho, khéng nhitng nén ap-dung gifa hai ¢4p cao v trung,
ma cilng vi nhing lﬁ-do tufdng-tu’ su giao-dich luéi'ng hu‘&ng nay con
phai dude ap-dung glua cc.qudn-dde-vien trung-cAp va nhing ngudl
thda-hanh dudi quyén ho.

Cung quan-trong nhit sit glao-chch ti trén xuong dudi va tit dudi
Ién trén 1& sy lidn-lac gita cac cap-bac nga.ng nhau. Sy lien-lgc theo
161 nay se 14 mdt phu’dng-tlen dleu chinh nhu‘ng hoat-dung cua

. nmeu quan -dbe-vién cung mot cap trung va md thém rong t8m mt

cla ho Vi dé-tai d’1eu—ch1nh sé& dudc cac dlen-gla khdc décp nén
téi chi' s& thao-luan v& su-ndi rong tdm mit clda cde quan—doc-wen

trung-cip bang sy giao dich ngang qua ngang.

Nhu éng Herbert A, Simon ¢& trinh bay, mét trong Iihffng hang
rao ngin-trd sut glao-chch dude ki&n hiéu trong mot t5-chite hanh-
chmh la qué-trinh hoc héi va chuyen~nghlep cla nguﬁ‘l ra 1&nh va

,‘ngdm nhan 1énh. Nhi€u cd-nhén va té-chifc thu&ng hay co nhu‘ng'

dtfdng—lm td—td&‘ng r1eng lam t}uen-lech hay 1&m lac v:len-muc cla
ho. Nhitng du‘dng-lm tu—ttié‘ng dy thuong phat xuit tu‘ nh&ng thoi-
quen lau 4di, nhu’ng tip-quan, nhﬁng thanh-kién cta mét nganh
chuyén-mén nho hep, va tif nhigu yeu—to khac mfa. Ty-od!.lt_ mdt thiy-
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binh thdi efl vin ty-hio v& thuyét bat-kha-bai cla cdc chith-ham
trong nhung nim vinh-quang trude, khong thé mét hic nhén-dinh
ngay sy tan-pha tai-hai cua nhifng khf—glél mdi. Ta nén ho‘1—tu3ng
lai phan-u'ng déu-tién cla mot so si-quan hm—quan khi qua bom
nguyen-tu dau txen vita phat né; ho &% tuyen-bo vdi bao-chi rang
kh1-g161 nguyen-’ui khong da lam hai-quin méat uu-the cda mihh

cdn-clf trén sie manh. cia chién-ham va hiang-khéng rnau-ham T6i
xin ké thém mét t'y-du nifa : Nhiéu cd-quan luén luén trlnh-bay cée
van-dé tal-nan g1ao-thong theo quan-mem chuyen-mon ctia ho. D&
glal-quyet van—de ndy, ngudi ding ddu’ nganh Canh-sit. Luu-thong
¢d thé muéh co them nhan-wen ; phong Bu‘dng—lo va co 1€0% Cong-
‘chénh lai muon glal-quyet vin-d¢& ay bang céch cAt thém nhifu
duong-16 tot d.'ep va réng rai hgn, dit thém nhiéu dudn g doc-hudng va
'cot dén xanh &3 hdn ; nganh dan- sy glao*te lai muén tim mot g1a1-
phdp mdi bang cach phatudong mot phong-trao glao-duc quan-chung ;
va nhifng doan-th& khde di-nhién lai mudn cé nhu'ng glal-phap
khac.

Co ddi khl _cde vién-chuc lai muédn trudc nhdt « lugng xét
tinh~hinh », réi tu do co khuynh—hﬁdng coi nhe nhu'ng sd—k1en nao
khéng dung véi lu‘dng *ét cua minh hay cda té-chie cda mihh.
Téi xin ké mot 1y du cua tru'dng hdp nay. Hoi chién-tranh Cao—Ly
bét-phat, cdc nhén-vién cao-cip clia Bic-vu Hoa-Ky tin-tudng ring -
Trung-Cong s€ khong can—-thxep Sau dd, mic diu cé nhiing su-klen

u-the tai chd. chlmg-to rang Trung-Cong s€ can-thlep ma ho vén
khong chiu thay 601 thdi-dg. Nhu' chung ta 4 biét, két qua cla
thdi-d6 nay tai hai biét chu'ng nao,

Néu cau-thanh lu’o‘ng-trl (1) nghia 13 qua trinh hoc hoi va chuyen—
nghlep cd the gldl-han tdm thau-nhin cda mét ca-nhan hay mét to-
chuic thi trai lai mdt he-thong hen-lac chu-dao ¢6 thé 1im cho cdu-
thanh ludng-tri &6 thém phin khodng-dat.

Gia-ty nhu trong van @& tai-nan gino-thdng t6i vita dé-cip
nganh Canh-sat Dlr?:ing-lo, cac ky-sut cong-chihh, cde vién-chnie cong-
chinh v& dén-su g1ao-te va nhlfng ngu’ax lién-hé khac tlep-xuc vdl
nhau di chii-ché 4¢ trao-do:. y-kién va tm-tuc, thi mbi ngual co
thé ding trén quan difm ciia mét. ngual khac ma xem xét van~
dé chung. Va ket-qua 1a quan—d}em cua mm ngudi 6 thé duge néi
rong, va t4t i cd thé chung su‘c co-gang glal-quyet vén-dé ay.

(1) Ti-ngd cda éng Dang-dde~-Khdi ¢¢ dich chil « Frame of Reference ». .
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Lai con mét vadn-d& khac cdng lién-hé mat-thiét. vdi van-dé

llen-lac va d'ang dude nghlen-cd’u « Trong pham-vi nao nganh
quan-déc cip cao nen kidm-sodt cAp trung va trong pham—v1 nao
nganh quin-dée cdp trung duge tu-do quyet -dodn 7 ». Day Ia mot
cau hoi kho, nén gidi-ddp trén mot cin-ban rzeng re tuy ting
tnfdng—hdp Tuy nhién, t01 tm—tlidng rang ching ta ciing c6 mét vai
nguyen-tac hu.’dng-dan tong—quat

Theo thlen-y cla t6i thi vé& cdc van-dé ky-thuat trong pham-w
quyen-hanh cua mdt cd—-quan, cac quan—doc-wen trung-cap phm
dude tu' ¥ quyet—dlnh rong—-ral Cac quan—d’oc—vlen cao—cap chi’
nén can-thiép vao nhd‘ng quyet ~dinh chuyen—mon cua cap trung
trong nhting trtfdng-hdp bat-thlfdng Ty du néu 8¢ Kién-soat Thue-
pham xét mot mén 3n 1a khéng thich-hdp cho su’ tiéu-thu, hodc
mdot nganh kiém-soat ky—nghe ra lénh dung nhu‘ng blen-phap an-
mnh dé-phong ddi sépg cda nglfd1 thd chay céc may-moc nguy-

hlem, thi ban quanudoc cao cip thu’dng thu’d‘ng phai nhan nhing "

quyet dinh dy- ngogu—tru' trong trddng—hqp gian-lan hay lam_—dung
quye‘n—hanh Ngd81 quan—doc-wen cao- cap khong nén trong bat
ou trudng-hdp N30, can—thlep vao nhifng quyat-dmh ky-thuat v1
ly-do dang phal Bong—cd bé-ddng nay dbi khi thue day gioi chl-huy
cao-cap can—thlep rat manh. Gla-ty mot ngudl gilp tiéh trong cude
van déng cla mot chmh-dang khién mot dang-wen dudc cha-v1
chz-huy cao-cap, co thé yeu—cau nha ch1-huy do thay-dm mdt quyet-
dinh ton-hal toi quyen-lcﬁ cia minh. Hay mét dan-bleu co the-lu'c
. mavi nhiing ly-do 4& hiéuy, cae quan-dde-vién cao- cap khong mudn
lant phat 1ong, cd th yéu-ciu thay &6i mét quyét-dinh lidn-hé dén

mét ngudi trong ddn-vi biu-c? cla d6ng. Theo ¥ riéng cla toi, thi

trong nhifng’ trudng-hdp iy, ngudi quan-déc-vién cao cab phii qit
quyen—-ldl chung trén moi quyen-ldl dang-phal Ngoai nhu’ng nhin-
xét thude pharn-v1 ludn-ly, ta co thé néi rang nhén-cich ciia nhiing
ng:.fdl co can-ban luén ludn nay-nd thém vi trach-nhiém glao~ph0
cho ho, va quyen duge tu-do quyet-dmh mdt cach rong—ral rit la
cén-thiét cho su’ phat—trlen mot gldl quan-doc -vién trung- cap tai glol
va thdo-vat,

Tuy nhién, ta ciing phai nhin-nhin rgng cé mot ]é'nh-VI;c aat
d¢ chinh-sdch thuode trach nhiém cai) cao. Trach nhiém nay khong
the du:dc lam trén neu cac quan—doc—wen cap tmng khong to ra
SOt sang Gia-thd néu ngu‘d1 quan-doc—vxen cao cap da quyet-mnh
mét vai bién-phap d€ dbi-phd vql nan lam-phat thi nhiing cd-quan

-
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lién-hé¢ phai sitd @61 hanh- déng va chlrdng-tri‘nh lam thé& nao cho
hoan—thanh duge: nhu“ng muc-phiéu - chung Nhuhg cd d6i khi cac
nglrdl quan—d‘oc—wen cdp trung lai udt-te vi phéi thém cye .nhoc
sifa-d6i thi, tue cho phit-hgp vdi tmh—the moi. Lai 6 nhu’ng nganh
hay ban muén ditde b1et-11ap trong cong—tac (Khuynh—htfdng nay
thinh thoang dufdc su ung—ho cta mdot. sb khéch chinh-tri quen
thuoc véi cd—quan 4y —— va cd doi khi qua quen thuoc thanh quyen- "
16i cia cong-chung khéng dudgc bao—ve) Nhl.fng dd néu chuyen
thién-vi d6 khéng cé di nifa thi quin-dbe cap trung, nhu ta &4 thay,
cing nhiéu khi xao-nhang, khong chiu xem xét dé&n nhu—cau va
an-ninh chung cia bé hay cua ca chlnh—phu trong mbi van—de
Vi viy quan—doc—wen cao-cap chinh la ngu‘m ¢d trdch nhiém bit
cde quan—doc-v1en trung—cap phal tudn - theo 'nhing chmhhsach
chung cua bo hay cta chmh-phu
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m NGHE-THUAT LANH-DAO
~ Howard W. Hoyt

Ngay _bay, nghe-thuat lanh-dao co tinh-cdch rét guan-trong,
khong nhtrng trong chmh—phu m3 cd trong cac nganh kinh-doanh.
Nhiéu quoc-gm h1en tiang ding toan-lyc co- gang dao-tao them nhleu
1dnh-tu tii-can, 3 cac trmh-do hanh-chinh trong mét chinh-pht, sy
lénh-dao sang sudt ¢d thé 1am chmh-phu ay txen-bo thém mau le
va»tang-cu’dng ning-hte phue-vu.cld cac cong-sd Mot sy lanh-dao
'vung-vé cd thé dem lai két-qua tai-hai cho ci nhing chudng-trinh
duge hogeh-dinh chu-ddo nhit.

Ngay nay trong nganh kmh—doanh 14 ndi ¢ sy canh-tranh rét
gat gao, ching ta ¢6 th& nhin-xét rang sy canh-tranh ay manh mé
nhét & dia-hat 1dnh-dao, Thu’&ng thudng trong cong viéde kmh—doanh
st khde-biét g1u’a hai cich 1inh-dao khéo léo va vung vé chi’ 14 su
khac-biét gura thinh-cdng va thét-bai. Chung ta thudng xét-dodn
mét cong-ty & nhu'ng nguoi quan-tn cong-ty ay hon 13 & hang-hoa
do cong-ty & ay san-xudt, Neu qu1-v1 muén uy—thac déng tién cha quy-v1
cho mot cong-ty thi quitvi phai tim-hi&u can~than tinh-trang lanh-
dao & cong-ty ay.

Nghé-thuit lanh-dao khong phal 1a bam san 6 & mbi ngu’(‘)'l, ma
tty thude nhiéu d'uc-tmh bat cu ai cing cd the phatutnen, va nhiing
ky-thuit ai cing cd the ap-dung dugc.

Lahh-dao 13 mot nghe-thuat ¢b thé dudc hoc-tap, trau-doi va
thuc-hanh bdi b&t e ngudi nao cd 4d can-ban luén-ly,

Su trau-doi nghé-thufit nay 1a mot cb- gang lién-tuc. Mudh trau-
doi nghe-thuat 1anh-dao, ta phdi nhm-nhan va thyie-hanh nhirng dire-
tinh cén-ban cua cdc nha lanh-dao lo1~1ac cung higu thiu va ap-dung
nhitng nguyen-tac lanh-d'ao ving chic.

5

Nhu‘ng nguyen—tac va ky-thuat ma chung ta sé thao-luan, phat-
xuat sy phan-t1ch nghe-thuat lénh-dao cia nhifng 18nh-ty thi-ba
khap thé-gidi a& dp-dung co h1eu—qua 3 cac &1a-hat quan—su’ hanh-
chinh v& kmh—doanh To6i tin. chac rang néu quy-vi ngh1en-(:1fu nhung
n_guyen-tac va ky-thuit lanh-dao va ap-dung n,thng nguyén-tac va
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ky-thudt Ay -véi nhfi‘ng ngudi dudi quyén thi quy—w s& phat—tnen
dude mot t1eu-chuan lénh-dao cao dep hién nay rat cin-thiét cho
chinh-quyén & Viét-Nam.

Trude hét ching ta hdy thit dinh-nghia mét vai danh-tif :

1. Nha lanh-ty 13 ngﬂt‘:h ¢ nhiing du’c-tmh cdn-thidt @& hu‘dng-
din nhu’ng ngudi khde.

2. Ngudi chz-—hwy la ngu‘d1 dude g1ao-pho trong—trach &igu-khién
nhleu ng‘u’d], khae; trong—trach ay bao gom trach-nhiém doi
vai cd—quan dung mmh su tin-cdy cla cap trén va 1ong tin-
nhiém clda cap duici.

3. Lanh«daJ 1a nghe-thuat gay anh-hu’dng dsi véi thdi-dd
cla ngu’d: khic — kha-ning d1u-g1at nguoi khac

4 N httng nguyen-tac lanh-dgo I nhing luit-1§, d’ac-dmm, du’c-
tmh hay chihh-sdch cin-ban do mdt nha Ianh-tu ap-dung a&
klem-soat hay hlrdng-dén nhiing hinh-déng cla nhin-vién
dudi quyén.

9. Nhffng ky-thudt Ia‘nh—d&o 13 nhing phudng-phap do ta hay
bat et m{t ngudi nio khic dp- dung trong khi thi-hanh nhiing
nguyen-tac lanh-dao.

6. Nh’lfng dite-tink lanh-c‘iao 1a nhu‘ng dde-tinh riéng cla mét
ngudi gitip nguvi & ay 1&nh-dao két-quai.

Trong m01 hoat-dong clia mét chmh—phu cua mot nganh kinh-
doanh, hay i dia~hat the-thao, ho#c ngay trong cde trd chdi cda nhi-
déhg, hay nifa trong mét cudc di sén, ta dél nhén xet thay ¢o nhing
ngu’Bl. 1dnh-dao va nhiing ké theo sau. Tuy nhién, tat ca ching ta day
d4 cg 18n theo bude mét hha ldnh-dao, nghia 14 chiing ta 4% chd ngudi
khac d.m-glat va dat-de chitth-sach cho ta theo. V& lam nhu‘ the khong
cb gi pha1 hé-then. N gay déh cdc vi Téng-thdhg hai nude chung ta
cung thlnh—thoang phai titn nghe 18i ngudi khde trong dan-chiing
chi-din. Nhung d1eu ma nay ta biét déu 12 nhu'ng didu ta lam theo
hay nhan-xét thay & ngudi khde.

Lianh-dao la nghe~thuat gay anh-hu’gng d0i vdi thai-dé cha ngddl
khac, — 13 khd-ning diu- glat ngudi khac Ngddl lanh-dao phai hiéu-
biét nhan-smh phan~tlch dude ¢d-nhan’ mm hgudi va tién doan dude
phan—trng cla mot ngtfdl trong mot trudng—hdp ddc-biét, xong con
phal kiém-soat dude thai-dd clia ngud; ay

Ngﬁdx lanh-dgoaphal cd y-ch1 muéh d1u-gi§t, va mdt tinh-tinh
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kha-di 1am ngu‘d1 khac co the tm—nhlem noi mmh Hom no, téi du‘dc
dip gap mot vién-chidc Canh-sat .Viét-Nam. Ong ta 13 ngudi chi’ con
thleu mot due-tinh &€ cd the trd nén mdt nha lanh dao ven toan, Ong
ta Tt am-h1eu nhan-smh, phan—tlch ca—nhan méi ngu’al rat mau-le va
"¢0 the dodn tring t trude phan—xing cla nguﬁl ay. Ong ta lai eon ¢é
mot tmh—tmh khién cho ng'u‘d}. khac dé tzn-nhlem nhu’ng ong ta khong
o y-ch1 muéh hidng-dao d1u-g1at ngudi khac, Ong ta ndi vdi t6i ring
néu ong ta chiu nhan mét chuc-vu lanh-dao, ma ot thlnh—thoang dng
ta dude de-cd thi dng ta s& bi chife-vu kiém-tda hon ma lai phai gap
nhiéh dieh phié‘n-toéi hon,
Nhiélt ngtfdl cd dt dufc-tmh lanh>dao ma khong bao gid trd nén
lanh-tu ; trai lai cling cd ngudi thidu- sét mét vai due-tinh 1&nh- dao
ma lai d trong d*za-v1 1anh-dao.

Tol vua noi rang cing nhu nghe danh may, tai choi du’o‘ng-cam
va san-ban, nghe—thuat lanh- dao khéng phdi 14 mét dde-tinh truyen-
néi t cha den con Nhung bat i ngu’31 nio théng-minh va khde-
manh cung cd thé hoc-tap, tlm-hleu, ap-dung va thi-hanh mét vai
nhung yéu-16 quen blet d€ tré nén mét vién thu-ky &dnh-may, mot
nhac-si, mdt nha sin-bin hay mot lanh-tu.

Ta thudng nhan-thay co hai thu' lanh-dao.: Cach thli nhat la su
lanh-dao dge-doan, cin oif trén quyen va 1u'c dé bit ngtro‘l khae tuin
theo ménh lénh. Ngu’dl lanh-&ao thudc thit 10a1 thi? hai 1a ngu’dl 1anh-
dao dan-du : ngudi lanh-dao dan—du nhﬁn—xet su khac-blet glua cac
ca—nhan va néu gudng cho ngu?al dddx quyen iam theo. Qu1-v1 ed thé
hu‘dng din nhan-vién di theo y mubn cia mihh xa hon 13 nén sai-
bdo ho.

Kh1 mét 1dnh-tu wa cach dan-du a8 chl-bao, dude cdm du mot
56 nglidl hay mot cong-tac, thi ngl.f31 ay ch1u nhan nhu'ng trach-nhlem
_cta sy ch1-huy nay Chl-huy 1a thu quyen ma ta xu’-dung asi véi
nhén-vién dudi quyen vi cap ngach cla ta hay vi cong-vu dudc giao-
pho cho ta. b 14y mot thl*du, mdi vi cd mit g day dd e lan d dla—VL
chi-huy, qm—v; da cd khi pha1 chiu trach—nhx.em tru'dc mot cap trén vé
nhufng cong-tac cua nguci khic. Su chl-huy bao gom trach—nhlem 4ot
vﬁl cap tren su dac—tm, va si tm-nhlem cla cdp trén va cip dudi
Vi viy qui-vi cd hai trach-nhiém :

1. Coi sdc cho cong-tac: dude hoan-thanh day-aa. Tréch-nhiém
ndy la d6i vdi cap trén. '
2. Qui~vi ciing cén cd trdch-nhidm déi voi c&p dudi.

-
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Con Ngugi La dung-cu cr—m—‘l:ae?m'déJ hoan thanh moi cong v1e¢
"Phwdng phap co thé thay déi va ta cd thé ché-tao nhu'ng may-moc
t6i-tan d€ 1am mét phan 16n cong viée thay ta, nhu‘ng ta eling van
phai nhd ciy o‘ Nguaz d€ hoan-thanh cong v1ec ay. V1 vay 13 nguoi
lanh-dao, ta cfin phai d¢ ¥ déh nhung ¥ muéh, nhu cau va tmh-trang
tinh-thén cla nhan-\nen Ta pha1 biét nhlrng nguyen-tac cdn-bin gay
nén phan-ing cda con N gudi va phai thu'c-hanh nhtfng du’c-tmh
lanh-dao.

" 'Ta cd thé bist de-dang ngu’ax cAm d&u mét s¢ hay mét cong—tac
- co phax 1a mot nh3 lanh-dao gidi hay khéng. Sau diy 13 4 diém ma
téi xin qui-vi ghi chu :

LY

1. Ky-luat Co 18 ky-luat Ia yeu-to can—thlet hon trong mot t6-

chite ban-quan-suf nhw scf Cong-an Canh-sat ; nhufng ky-ludt -

cling rat can-thiét cho bat et mét té-chnic nao. Chit ky-luét, toi
dung 3 day véi nghia tmh-trang ‘trét-tu’ va tudn-1énh thigng-
o cﬁp trong mot don-vi. Ky-luat pha1 dudc thuc-hién bdl su’ vo-—tuf

_caa ngudi 1anh dad va néu cih thi phai dude cung—co bang.

hinh-phat, nhu‘ng dung mét cach khon ngoan, km-dao va
du‘ng muc. Ky-luat cling phai duge elng-cd bang cac ‘bién-
.. phap Khen thtfdng, nhi su ca-tung, khen-ngdl 8 sau hay trude
mat m01 nglidl Ngu’al lanh-dao g101 sé qui-dinh blen-phap
_ nao ¢é the dem’ lai nhleu ket qua hdn. Trong khi chihuy
nhan—v1en dudi quyén, toi vin hét sde co-gang theo nguyen
tie : Ca-tung va khen-nggi nhleu hon ia qud phat hay ch1-
trich. Téi vin ép-dung nguyen—tac nay bang cach bién may
giong khen ngudi dang dude khen && chg ngu‘ch 4y mang vé&
khoe vg hay ban-hifu ; va t01 cung gm’ mot ban saoc 1di khen

Ay trong th. V& sau 6 thé téi sé phal qud phat ngu‘ch iy vi -

mét 16i-14m nao, nhu’ng dén khi md td xem lai bufc tha khen-
ngoi kia thi sy qud phat do s€ dude kem nang-ne d Hoa-Ky
chung toi co mot céu cham—ngon noi, rang « Mat bt dude
nhifi rudi hon 1a dim ».

2. Mot dau—hleu thit hai cua su lanh d’ao g101 13 tinh-théin nghla
12 tihh-trang tam-ly va edm-xlc cla mbi ca—nhan Tinh-than
cac la mét yeuuto glup ning cao hiéu-ning cua mot ddn-vi.
Mot don-vi co tinh-thdn phuc-vu cao dep rat d& nhén thiy
va dé difu-khith hon mot don-vi’ kem tmh than phuc-vu.
Tinh-trang tinh-th&n cao thlidng dude bay t bdi su chim lam

-
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cda nh1€u ca-nhan 1im khi 13m qué bon-phén. Téi da nhin
thay ta1 s@ t01, co mét van—phong ndi day nhin-vién § lai 1am
viée rit tré vio budi toi. Ho co vé quan-tam glal-quye*
nhu’ng van—de chung hdn 13 quan &oc—wen cla ho. Téi ddm

ket-luan rang nhu’ng nhan—wen 8y co mot tinh-thdn phuc—vu
) rét cao. Qu1—v1 ciing cd'thé nhin-xét thay tinh-th&n cao ¢ sy

tw mmh cdm thay gid-tri ca-nhan cua minh. Nhan-vién tin-
tu’dng noi ngu‘al 13nh-dao ho, ho cam thdy vai-trd quan-trong
cfia ho vi ho &3 dude hudn-luyén dt lam cong viée cla ho.
Ho cd du dung—cu Ty-dy nhu' trong cdng viéc canh-sat, canh-

. phuc ¢d the gop mbit phan 18n nang—cao tmh—than Qu1-v1

cung ¢d the nhan-xet dude tinh thih cao khi ¢d cdm-gide bang
long va ti-phu vi ket-qua thau-hoach dude.

. M6t d8u-hidu thi ba ching-td tai ldnh-dao gidi 1a tinh-thdin
- doan-thé. Tinh-th&n nay 13 tinh-trang t4m-1y va cdm-xdc cla

toan-thé don-vi, ciing nhu tinh-thén 13 tinh-trang tam-1j vi
cdm-xic clia mdt cd-nhin. « Tinh-thin doan-th&» trong mdt
ddn-vi. dudc ting~cudng thém khi nao nhﬁhg ngtrai trong don-
vi 8y hoa hdp dude quyen-ldl ctha minh vi quyéh-lgi cda ddn-
vi. Qui-vi c6 thé nhén thay tinh- th&n nay mét cach roé-rang
trong mdot d6i hay trong cdc cuoc tranh dua. Do 14 1y-do khién
cdc doan-th& duge mice doan-phuc cé huy-hidu trén vai. Céc
nhan-vién Cdnh-sit Litu-théng mudh ¢d nhilng ddu-hiéu riéng
vi ho ti phu dude ngudi khac- bigt minh 14 nhan-vién doan
Canh-sat Ldu-thon E. Nhﬁ’ng ke’t-qua do mét ddn-vi thau-hoach
duge trong & qua—khu' va hxen-tal 14 mét dong-cd manh ¢&
phat—tnen « tinh-th&h doan-th& ». Chung ta thl.fdng d’lidc nghe
cae cdu chith-hinh khoe-khoang nhxmg thanh-tlch efla don-~vi
chi? khéng phéi cua _riéng ho. DO 1a vi tinh-thih doan-th&
trong ddn-w ho rat cao.

. Di nhién con thém m¢t diu-hidu thi tu ching-td mot tai-

ldnh-dao td’t-dep, 1a hz;eu-nang, nghidla kh.’?t-néin g hoan-thanh
coéng-tdce chl-dmh trong mot thai-han ngan nhit, vd1 nhu‘ng
phddng-uen it t6h kém nhét. Ta cd kha-nang 1a; v1 ta da co
dude huan—Iuyen Nhung nhdm ty bidt dang lam gi va v1 sao
phai 1am viée &y Ia nhilng nhom d’dde ngdal chl-huy quan—tn .
va ldnh-dao mét cach h1eu-qua Cach d‘ay it 1au, tdi co viée

t - phal &én mdt cong—sd Tuy ed tam ngu‘dl trong phong t6i vao,
"’ nhung ba ngusi thi dang doc bdo va nhu‘ng ngudi kia thi' khéng .
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ai cit cong héi t5i mudn gf Sau cung t6i phai 1én tle'ng, nhu'ng
hie dé thi khong ngu’Bl nao biét phal lam viée g1 mi cung
Ichong ai muén 1:1m higu phai lam g1 -C) g1up t6i. ROi m&i sau thi’
tdi ciing duige biet disu toi muon bzet, nhung sau bao nhleu
hén-don, thdi-gid ph1-pham chi vi' hidu-n3ng qud thip cu.a
nhu‘ng nhan-vién 4y. Ciing nhut bao nhiéu ngudi khac cd 1:1ep-
xie vdi vin-phong ay,'tm bit man nhung khong phal 1a bat
man ca-nhian ho ma bat man cai 53 ma ho dax-dzen Thit qua
hg thidu ngudi 18nh-dao gml bang chitng 14 vi ho khéng co
hiéu-nang va lam v1ec qué hén-don. Ho khéng dude hudn-
kxyén, tmh-than clia ¢d-nhan ho thi thip kém va t1nh-than
d‘oan-the clia ho cting khéng cao hon. Hiéu-ning 6 the tang-
cudng bdl ky-luat chit-ché, tinh-thdn phuc—vu vi tinh-thdh
doan-thé cao dep. '

Toi thiét ngh1 rang chiing ta khong thé coi nhe trong dia hat

" 1d8nh-dao vai tro cua luan—ly, higu theo ngh1a khoa-hoc dao-dl.fc
M6t 1anh-tu phal bit cdi gi trdi va cal g1 " phai vé phu’dng—dlen luan-
"1y, va phai nhln-nhan nhitng tiéu-chudh cao- dep v& danh-dyf va liém- _

chmh

T01 xin ké ra day ¢ nguyen—tac l1anh-dao, xong sé xin thao-luan-'
van-tat nhing nguyen-tac Ay

1. N g‘wdz lanh-ty phm bidt r& céng-viée. Ngusi 18nh-tu gzoi phéi
. hiéu g v1ec mmh cTang larn va muc dich minh muén dat t4i.
N gu’dl ay pha.l biét dich xdc ede bon-phan cdc trach-nhlem va
cde van-d& cla nhén-vién dtfdi quyen mlnh Ngufch iy s€
dude nhan—men dudi quyen kinh-ng, neu co the lam cong
viée cla ho mot cach 16t dep hdn ha:,r it ra cung bang ho.
Nhan—wen du’ch quyen khong the lira-ddi dude cap trén,

nél ngddl cap trén hiéu rd tit cd céc conf-téc.

-2, Mot ngu’da Ia.nhad”ao ng phaz 1474 bist mmh phal tim blet
tat cd khuyet-dlem etla minh va tu-tu bang cach hoc-hcu
céc nguyen-tac lanh-dao va ap-dung nhu’ng ky- thuat 1anh-
dao. Ngu’dl 13nh-dao gidi cung pha1 blet nhing 1u- diém cda
minh & con 1gi-dung nhitng vu- diém 4 ay

Toi xin qu1av1 héy Iu’ong-thu’ cho t01 thoi 1uon=luon nhac dén
- nganh Cong-an Canh sat nhung xin qui-vi hiéu cho téi rang kmh-'
nghiém cua t6i ¢ dén c3 trong dia-hat ndy. C6 héi t6i dude biét mbt

-
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ngusi linh Canh-sat dude dac-phong lam thu‘dng-s: Thufdng-s.l nay
d4 ty tim b1et nhu’ng khuyet Chem cla ong ta va e sic s\a-doi
nhu’ng khuyet d’lem iy. Khuyet diém thi nhat 14 & dng da khéng the
nhin thang vao mit ngu'al d01 dién trong hic ndi chuyén. Khuyet-
didm th hai 13 glong n01 cda ong khong dude mach lac va rat khé
higw. Trong & ong ta co—gang su'a—d'oz khuyet-chem 14 mot vlec thu-vi.
Gmng ong ta trd nén ran-r01 va ong tap dude tinh nhin thang vao
mit ngu’dx d'01-d1en khi ndi chuyen vGi ngusi kia. Bong thai ong ta
eung phat-trlen nhung vu-diém cia ong nhu dic-tinh khéi-hai ‘dding
e, san-sang glup &d, 1ong nhlet thanh, khlem-nhu'dng, vi-tha v.. v..
va t6i khong cin phéi ndi, qu1-v1 cung d3 doan dufde rang ong ta da
trd nén mét nha 1&nh-dao gidi.

3. Mot nha linh-dao phdi biét nhin-vién mink vd phdi coi sée
dén ho Nha lanh-dao phal quen rleng tu’ng nhan-vién ¢& ch1a
vui sé budn cing ho vi té ra sin-sée téi ho khi ho dau kh.
Cf My bao gl?J’ chung t01 cling an raung vao ngay smh-nhat
Riéng téi van nhd nglidl thu-ky nhic téi trlfdc may ngay
sinh-nhat cla médi nhin-vién va den ngay ay, tol lai g‘u’l
mét thiép chic mitng nhin-vién 4y, va néu gip ho, tbi cling"
chic ho médy cdu. Mdt nha linh-dao phdi d&' ¥ dén nhiing
diéu-kién IAm viée cua nhén-vién ddr'ji quyén va luén luén

. tim cach cai-thién theh-klen y-t& clia nhin-vién. Ta thu'd'ng

! thay cac nhi linh'tu gidi 10 cho lam hang gidi-khat clng
thlet-lap nhing tlen~ngh1 glal—trl va ch§ nth. ngdi cho nhan-
vién.

4. Mgt nha lank-dao bao gld cling gidng cho nhin-vién cong
vide ctin ho. Khi higu thau Iy-do hanh- d’ong, ngufdl ta thu’dng
lam bon—phan mét cach chu—d‘ao hon. Thihh thodng t6i van
tg héi khong hidu mét ngudi canh—bmh h:t’u—thong dimg d
mot néo dudng gid nhiém-vu cAm xeicd re vio 101 cTo, o
higu viéc ho d’ang lam hay khnng Téi ddm tin chie rang
néu dude glal-thxch cin than thi ngLfBl canh-binh dy s& guan-
t&m dén cong v1ec hdn. Tudn tru‘o‘c kh1 doc tren mat bio nhling
'Idl gidi-thich cda dng d‘o-tru’dng vE& y nghia clla nhu‘ng mue
trang dude ké & dai-lp Thong-Nhat 161 da tu héi khong
hleu nhu'ng ngudi canh—bmh cé bon-phan c01 cho nhifng mue’
trang Ay d‘u'dc tén trong, co dude cap tren gidi thith hay 13 ho
¢hi dige higu khi doc nhu‘ng sg glal~thlch 4y trén mit bdo.
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3, Mot nha I&'nh deo gioi ph&t 'neu gltdng i6t cho nhén-vién

dudi quyéh. Ngu’al ta thddng ag ¥ &en cdc lanh-tu d3ng tim
mét t1eu-chuan cho cde hanh-dong cia minh. Neu nha 1anh~
dao néu gu’dng xau th1 nhan-vién dudi quyen ngu’al ay se
vién glfdng xau ay d¢ bao-chifa nhving 161 14m cda ho, Da
bao 14n rai ta thiy cn nhén-vién dén chim t bao-chila rang
nhén-vién cap trén cda ho cling ludn luén dén cham.

. M6t nha lanh-dgo gidi ;phaz lam sao bist dude ra‘ng mét cong-

tac gtao-pho cho mjt ngddi da dude ngltﬁt nay thdu-hié,
mng cong-tdc ay dudc kzem-sOat d'tfng-d.'an va dude hoan-
thanh. St truyén lénh chi 12 ph&n nhd nhét trong edng viée
cua ngudi lanh-dao. Trach-nhiém chihhlye'u cla ngudi 14nh-
d‘ao la coi 520 cho mét 1énh truyéh ra dudc thi-hanh ding-
@in. Chic qu1—v1 cung da tihg nghe co ngudi mang danh
1anh dao g1a1-th1ch rang « mdt cude that-bai khéng phai 15i
d ho, vi ho chi’ cho lénh ma thm 2,

. Mét 'nha lanh—rl‘qo gici phai quyet—dgnh dung-hic 'uc‘z dﬁng—d’a'fn,

phr:u ¢ the lu‘&ng-chnh mau chong tinh-hinh de quye‘t -dinh.
Kha nang nay o6 the du‘dc phat-triéh véi sy thife-hanh va 601
chut oc thdng tigng. Ty du nhu trong cong viée cdnh-sat, néu
ngu’m canh—bmh trong khi di tudn-hanh d Ianh-vufc cTa glao-
phd cho ho, cirludn luédn t héi phdi lam gi hay phai doi pho ra
=a0 néu ¢d chuyen nay hay chuyen kia xa%r ra, th1 nguoi do
cd thé tuw tim ra mot phu'dng—phap dm-pho tét dep Lam
nhu‘ thé'1a mdét 161 thxl’c:nhanh tot dep Khi xay ra tru’dng—hdp
cap bach dd thi ngu‘Bx ay 58 tu‘c-khac hanh-d’ong dung ki&u
vi trude kia'dd suy-nghl nhidu vé phan-u'ng pha1 co tmng
trudng-hop do.

. Mot nha ldnh-tu gam phdi tu d‘t tivh trach-nhzem plid phat—

tﬁen tinh-thdn trach-nhiém et nhén-vién dudi quyen T6i
vin dude nghe nhid ngu’dx V:et-Nam tha.n-phlen vé& mot
cong sd. Pudce ngdal khdc cho bidt c&n phal dén d‘o d& héi
tham cach—thu‘c du ngoal, hg den dd va hdi nhung 1éi chi’ d¢
biét rang ho phdi mang lai ba t&m hinh,

Luc da,mang ba tim hmh 1di do ho van hluvong dudc
bigt thém vé thii-tue xuat ngoa1 thi lai chi dudc biét phzu

. mang thém mgt vai glay t¢ khdc. Mgt nha lanh-dao g1o1

s€ t¢ minh nhin-dinh thiy ngay nhing co-gang nh:-bcu clia
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dan-chung (ma ho phuc-vu) phai lam, vA nhitng cong viée
ngoai-1¢ cla nhan-vién ho nhy thé 13 thifa. V& nha lanh-dao
d0"c6 1€ s& cho in mét danh-bd nhing didu ngudi musn xuit-
ngoai ¢dh biét vi nhifng viée nhifng ngudi niy phdi lam,
Nhu thé khéng nhifng nhin-vién cda mihh dd viée ma cdn
lam cho céng-ching tiép-gie véi s& cda mihh, ¢d cdm-tudng
t5t v& hidu-ning clda s Vi cdm-tudng tot-dep 4y di-nhién
s& lai phaﬁ-chmu V&0 chfnh—phu Trong trudng-hdp khéng
co ch1-th1 ti nhu?ng cap quan—d'oc cao hdn, nha lanh-d'ao
phal biét ding sdng-kién cua mmh d‘e thay thé' nhdng chi-
thj &6, Mét nha 1dnh-dao g101 pheu b1et glao-pho quyen—hanh
cho nhén-vién dudi quyen Ge’ phat—tnen ¢ho ¢ip dudi “de-
tinh trung-thanh long tu‘~t1n dc sang-klen va tinh-thén
cong—tac Sy do-du khong muon uy-thac quyen—hanh Ch‘l.fng—
td mot su lanh dao kem yéu. Ngu’ch 1anh-dao pha1 hiét nhan
lérnh cla cap trén &é giao-pho céng-tac cho cip dudi.

. Mot nha 1&nh-dao gidi phai b1et nhan-lanh phin trach-nhiém
cua rhinh., Néu khéng, hay néu do 131 cho ngd31 khac, thl-

dife-tinh trung—thanh va long kinh- trong cha cap dudi @oi
vdi mmh s€ hi huy-hoal

Chung ta vila xét qua chin nguyen-tac lanh- d'ao Bay gm’ chung

ta hay xet dén mét vai due tlnh lanh-dao, nhiing dde-tinh ma nhan--

vién muén tim thay ndi ngu’cﬂ lanh-dao ho. D¢ 1a nhu‘ng d‘ufc-tmh
nhén-sinh, co thé glan-d1-hoa cdng viée ap-dung chin nguyen tic
1anh—d‘ao ma chung ta vita thao-luén. Nhu’ng du'c-tmh ay glup as
nha 13nh- dao duge cap duoi tih-nhiém, kmh né va edng-tac, Cac
nha 1anh d’ao cé thé phat-trlen nhring duc-tmh ma ho khong sin
cd va cung—co them nhu‘ng dide-tinh ma ho ¢4 cb. T6i xin Ké mot vai
nhing dite-tinh ay a& qu1-v; xét

L

- . o ) * . . 7 ~ - .
Sin-sang, chim-nom va coi-soc cédn-than cdng viée.
H w ~r A - a7
An-mac sach-se, luén ludn vui-ve,

? o9 . sa . . s a7
Can-dam vé A hai phudng-dién tinh-thin va thé-xac,

Quyet-d’mh mau chéng khi cén va trmh-bay nhu‘ng quyét-
dinh ay mot cach mach-lac va day da.

. ’I‘m-cay la du’c-tmh lam cho ta lam can-than trong bat et cong

viée, 51 dit c6 hay khéng ki¢m-sodt cting vay.
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6. Ben-bl vé ca hai phufdng-dlen tinh-thin va the-xac 13 dic-
tinh rAt cn d& tlep-tuc va hoan-thanh ¢dng viée,

7. Nhiét-tam la sy hang-hal lam: nhifng cong viée dén tay. Sy
nhiét-tdm cé thé truyen sang nhan-vién mét cach de dang.

8, Lye la khi ndng bt ngudi khac tusn theo ¥ muén clia
minh. . .

9. Khiém-nhugng : khéng quad tu-cao va tuphu mét cach vo-ly.
10. Khéi-hai, nghi'a l1a du‘c-tmh bidt th:.fc’ing—thti’c nhifng Khia-

canh vui vui cla ddi’ song hang ngay, nhat 12 nhiing diéu
lién-gquan dén chinh mihh,

11, Co sang-klen ngh1a la co y-ch1 hanh-déng trong trufdng—
) hdp khong o lénh va xuat—trmh nhiing dé-nghi hay de cdi-
tiéh to-chte hay bd cta mihh.

12. Thaph-liém. 13 difc-tihh éhéng-tha"n v khi-khdi cla ngudi
1dnh-dao. Pue-tinh nay ‘phai dude moi ngu’d1 nhin nhan. Cép

dudi khéng bao gi¢ thanh-liém hon cAp tren Nha lanh-dao
phéi gii? 16i hita c¢da minh.

3. Thong-mmh 12" dde-tinh cfia ngtfdl lanh-dao ¢o the hleu-
thau nhu’ng vAn-d€ phai glal—quyet 8 trinh-d8 chl-huy cla
minh.

14, Phan dodn, nghia 1& dc-tihk cho ta ddng-dé cdc yéu-td va
- quyet-dmh khon-ngoan

.« 15, Cong—bang hay 1& v5-tu trong sy thlfdng-phat

16: Trung-trye doi véi ngtidl tren va ngu’dl duiGi. Mot nha lanh-
dao kKhdng thé hi-vong ngddl dudi trung—truc vdi mihh néu
minh khéng trung-trule. voi ho va vdi ngudi trén,

17. Cém-khai nghla 13 phan-sé céc cam-tu‘dng clia ngu‘(h cling
lam v6i minh.

18. Khéo-1éo 13 ddi-x\¥ véi ngu’B‘l trén va ngu‘d’: dudi’ mot cach
khéo-1éo, khéng lam méth 1dng ai. :

19. V1-tha 13 die-tinh cho ta bao-ve va phuc~vu quyen—ld1 eda
nguwsi khie tru’d‘c khi béo-vé quyen-lo’l cla ta.

Chung ta da dmh-nghla nghe-thuat lanh-dao0 va xét qua mot
vai due-tinh cap dudi mong thay & nglfdl lanh-dao ho. Bay g1rj ta
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hiy xem mét vii bién-phap cin phii ap- dung d€ cli-tidh tleu-chuan
lanh—d‘ao trong nganh hanh-chmh

1. Lwd'n.g—bong cita cong-chu’c Tit xua d&h nay, trong mét té-
chu?c dl 13 cong hay tu, dong 11.fo‘ng bao gig cing tu‘dng-
‘xu‘ng voi cong viée lam N&u lu’o‘ng—bong cla ng1:81 cong-chu'c
khong bang Iudng cua ngu’al tu-chifc cung co nhung trong-
trach gidng nhau thi cd 18 trong chmh-phu syt ldnh-dao
khéng duge hoan-hdo, Thinh thodng ta cung gip mot nha
hanh-chinh tii-can khéng guan-tim dén van«de lu'dng—bong
a&’ phuc—vu nhin-dan. Tuy-nhlen mot he-thong ludng-bong
d4dy du 13 bidn-phdp ddir tién d¢€ cdi-tign va duy-tri mife-dd
lanh-dao cao-dep trong nganh hanh-chinh.

2. Téng-Théng. DE @it § dia-vi cim déu he-thong hanh-chmh
c}mng ta pha1 Ita~-chon moét ngttdl cd &l cnghe-thuat lanh
dao» va co thé l6i-kéo ngu’?:ll dudi quyén (11 nhitng nha

‘- ldnh-dac hanh-chihh) hoan-thinh nhifng két-qui t8t Qep
mét cdch mau-chéng. Qui-vi & Viét-Nam vi ching téi &
Hoa-Ksr déu dude cai may cd nhing vi Tong-théng tai-ba.

3. Gzao-pho quyen-hanh va trong-tmch mot b1en-phap khae
d& cdi-tién trinh-d8 1anh-dao & dgia-hat hanh-chibh 1 sy giao-
pho quyen-hanh va trach-nhlem cho nhlfng nhéan-vién dac-hfc
Tong—thong Viét-Nam va Tong-thong Hoa-Ky khong th&
lam hét thay nhu’ng hoat-dong trong hé-thong- chmh-quyen
phu’c-tap ma cde vi 8y cung khong the danh toin quyen hanh—
déng v& minh. Cdc vi ay phai chon ndi-cac va cde vi, ed-van
mot cach khén-ngoan d€ giao-phd cho nhu’ng ngu’d: phu-ta
4y thi-Hinh nhiing chmh—sach va chu?dng-trmh to rong. Nha
hanh-chinh tai gidi nhat the-gldl cling khéng thé lam cong-
chuyen mét each tot dep néu khong duge g:lao—pho quyen
cong-tac va ol phdi tuin lénh cip trén vé dlfo‘ng-lm chinh-
sach. .

4, Mot bien—phép Jkhac nifa ma chihil—phﬁ cdc qudc-gia trén
the—gldl pha1 theo, 14 su lsda chon ngu‘d: theo tm-ncmg vi gta—tn
cta ho. Ap-dung luat e:tal-nang va gla-tn» trong bat ot
co‘ng—tac nao thay vi chiéu theo ap-luc cla cde nhém chinh-
tri. Ty-du nhu nél bé Cong-chmh va cac ky-sn.f kxeu-lo dang
siia-soan de-trmh mjt ke—hoach ve he-thong cong-lo, nhu‘ng
lai e6 &p-lye ti¥ noi nhifng ngu‘dl co the-h_fc mudn 1lam hg—thong
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ay mét cach khac va vai mét gla boi phan d‘at hdn, ma neu
‘b§ Céng-chinh bang 16ng theo ké-hoach thit 2, thi tinh-th&n
va sy lanh-ctao g bo nay do do sé sa-sut di nh1eu Su klen nay
mot d8i khi ¢d xay ra & Hoa-Ky va t3i chie cting xay ra ¢
nhifng nude khae,

5, Chmh—sach thang-thwdng can—cu’ J tai-ning, 13 mét blen-phap
rit quan—trong ¢ cai-tién mlic-do lanh-dao. Nlen-tum ¢ the
la mot yeu-to a& thang—thlfdng nhén-vién néu nhan—v1en ay
cé thu’c-ta1 Nhuhg néu cin-c¥ mét cach mu-quang o men—-
tudi ma thoi q¢ thang trat cho nhan-vién, thl ta s& c6 mot to-
chizc -dong, khéng sdn-xuit va thich tink-than phuc-vy.

B. Huun-luyen Cac nha hanh chmh phdi- Iu6n luén tim kiém’

ngufdl cd tai chl-huy va b kha nang 1anh-dao trong s0 nhufng
nhan.vién dudi quyen minh, va huan-luyen cho ho ¢d the thay
thé nhifng v1en—chu’c lanh-dao h1en-ta1 a& chu&n—bl thoi ky
nthng ng'u’dl nay ti-chire hay vé huu. Cdc nha hanh-chinh
pha1 gidp cho nhing nhan-v1en tdi~can kia ¢d dip hoc-héi, ma
phddng-phap hay nhat la thay phién ho cho ho qua lim nhung
cdng vide mdi. . .

To6i d4 néi rang mot nha 18nh.dao gidi phdi luén luon chuan—bl
cho ngu'Bl khée cd the thay thé minh 1am céng Viée cda minh mot
cach tot d'ep hon hay it ra cung bang minh. Thé ma chung ta cung
van con thay mbt so nha lanh-da0 khéng cho a1 biét céng-tac cia ho
vi scf co nguoi s& gioi bang ho trong cong viée ay

pé ket—luan to1 xin nhie lai may diém chinh : Ngay nay, nghe-
thuat lanh-dao rat quan—trong va 13 cdn ban cho sy thanh-bai cda
mot ch:mh—phu hay mét c0-s8 kinh- doanh

Nghe-thuat lanh—ctao khéng bAm s&n cé & mbi ngudl va ¢6 the
duge hoc-h01, trau-doz va thu’c—hanh

Nhu‘ng nguyen—tac lanh-dac la nhilng phu’dng—phap 18nh-dao ‘

chac-chan nhét : ching ta da thao-luan 9 nguyen—tac nay.

Nhitng ddc-tinh lanh-dao 1a nhu'ng ddc-tinh nhan sinh va
lam cho cong viée tl'u-hanh cac nguyen-tac 1&nh- dao them phan dé-
ding, Chung t01 d4 néi qua 19 dite-tinh 1anh- dao ay, ma cde nhén-vién
mong mudn tim thay noi ngudi 1&nh-dao ctia ho.

Nhu’ng nguyen—tac va du’c-tmh dy, néu du’dc hoc-hm va thi-
hanh, s& cdi-tién trinh-d$ ldnh-dao & nhleu cong-sd trong chmh-phu

%
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Ta cd thé tham—nhuan nhu’ng nguyen~tac va d’u?c—tmh ay nhu tai
ddnh dtfdng—cam cua nglidl nhac-si, thudt danh may cia ngdd:. tha-ky
va nghé di sin ciia ngl.fdl di ring. .

Chiing ta ciing 83 thdo- luén ve 5 blen—phap 6 thé cal—tlen mfe-
do lanh-dao trong nganh hanh-chinh :

.

1) ltfdng—bﬁng, ]

2) gigo-phd quyén-hanh va trich-nhiém,

3) ding ngudi vi tai-ning va Ch(_);'l chtfdng—trfnh vi gid-tri clia no,

4) thing-thudng cin-cif & tai-dde, va

5) huan-luyen nhu‘ng ngLfdl 6 tai trénén cde nhi 1anh-dao trong
hién-tai. va tudng-lai.

-

Toi tin rang khéng co nghe nao dep bang nghé linh-dao, —
« nghé-thuit lanh-dao », — kha nang dxu—glat :
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- NHAN-VIEN CHI-HUY
] Frederic R. Wickert

*

Nhu-ciu dao-tao nhan-vién chl-huy

Cach day chu‘ng mét nim, trong mét dip vé ving déng que de
léun mot trong nhiing cong viée chung toi sang Viet-Nam d€ 1am,
may ban c‘Iong nghlep cla toi da gap mot tlnh-trang ky la: ho da
dude biét- rang mét s6 16n vii-khi, chuyen-glao cho Chmh-phu Viet-
Nam, dd bi thdo gd thanh tu’ng bo-phan rleng Nong sung thi dude
chita trong mét kho, bang sung thi dudc cat trong mét kho khac
nhifng cach kho chita nong sung hon 10 ciy s6 v3 mot bo- phan khdc
lai dude chifa trong mdt kho khéc cach kho thit nhat 15 ciy s6 8 mét

- huo’ng khae nua. 'Imh-trang nay thit qua ky la. Trong tru’dng hgp
' cap-bach liéu ngudi ta lam cach nao G lap mau chong nhling bo—‘

L]

phan ay thanh nhu’ng cay sung hin hoi dé xu-—dung Hdn nda, néu
d’ol-phl.fdng chi’ ch Iam nd dude mét kho 13 tAt ¢d nhiing bé-phin
chda trong nhu’ng kho kla trd nen V- dung May ban dong~ngh1ep
ctia toi 48 hd nhu’ng si- -quan chl-huy huu-trach 1y-do vi sao sing
lai duge chifa nhut viy, ‘thi nhﬁ‘ng ngu’dl kia tra 181

1. Néu d’m—phudng chlem—d'oat dude mét kho thi nhﬁ‘ng bo-phan
chita dung trong kho &y khéng du cho chung‘ gidp sing va vi
vay se vo-dung ;

2. Ho van to-chic nhu‘ng kho quan—nhu nhu the ma ciing khéong
co ly-do nao de thay d‘m tinh-trang do.

Toi 4 ludng-1u rit nhidu tritde khi ké cling qui vi cdu chuyén nay,
Chuyén nay ciing d3 cii va cd thé tinh-trang niy 4% ditde cai-thién
nhui nhiéu cuc dién trong hé-théhg céng-chide § day 44 cai thién trong
nam qua. Ta co thé tim dude nhidl tridng-hdp tudng-ty trong bét cu
hé-théng chinh-quyén nag, du la & Viét-Nam, My, Nga, Trung-Hoa,
Phép... Khong mét hé-théng hanh-chinh nio 12 hoan-toin, nhung bao

DAy ' PO Y x ut - N . Py
gid ta cung co the cai-tién hé-thdng nay it hay nhiéu,

4 - -
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Co dié‘u ai cﬁng biét 1 Tong-tho'ng khong Iudn luon hoan toan
hai long Ve > edch-thue 1am viéc clia mét sb cong—chuc Tong-thong di
tuyen-bo rang sy khuyen—khlch nhan-v1en ch1-huy « mao—haem » mot
chit d€ cdi-tigh he-thong harh-chinh 13 mét vige thit khd.

Tmh—trang nay co the dugde stz d'01 bang cach nao ? Ta co nén
tim nhing nhan-vién chx—huy mdi d& thay thé& nhung ngudi cu hay
khong ? Ta ¢¢ nén huan-luyen nhiing ngudi cd & cho he trd nén °
nhiing nhin-vién chl-huy tai-gidi hay khong ? Dleu &lidng-nhlen nén
lam lata hay diing nhifng ngudi hién nay dang d nhitng dia-vi chl-huy
4y va hudn-luyén them ¢ho ho,”

Tuy-nh:en t6i vin nghe thiy ndi & Viét-Nam rang s hudn-luyén
12 didu chi danh cho nhén-vién thlia-hanh va cho chuyen-wen ma
thoi. Noi nhu thé nghla 1a quan—mem rang cac vidn-chiuc chl-huy va
d‘on-d’oe khong cin dude huan—luyen T01 hl-vong trong 58 ching ta
é day hém nay cung e nglial dong y rang chinh cde vién-chic
ehl-huy cing cén dude hua.n-luyen )

Thém mét 19-do vi sao cae vidn-chié ch1~huy g day khong thlch
dude huan—luyen 13 cach-thdc ngudi ta dung chif « huan—luyen » ay
Mz & Hoa—Ky cung thé, ede vién-chite ch1-huy khong mudn ngudl
ta noi rang ho cdn dude « hudn-luyéns. Vi ly-do ke trén, ngudi ta
chudng tl.l"-ngu‘ khde thich- dang hdn 13 « phat-trlen » nhan-vién chi-
huy hay quan-d‘oc Co 1€ néy, ta kiém duge mét chit nao thich-ddng
hdn mfa thi sy huan-luyen ¢6 the dude wa-thich hdn.

'Phu’dng-phfnp d&o-tao nhin-vién chithuy

Neu chung ta da d’ong ¥ vdi nhau rang cdce wen-chu'c chl-huy
ciing ‘cdn phai dude huan—luyen them thi chung ta pha: tu-hdi nén
dung nhu’ng phddng-phap cu—the va thufc-nen nao ? Tcn tin rang
qui vi 5 day cung d4 biét nhidl vé& nhw.rng phu'dng-—phap 8y. Tuy thé’
nhu‘ng t6i cho rang chiu hom nay chung ta cung nen xét qua mdot
cich diy du nhitng phi.fdng—phap ay dg qu1~v1 ¢d thé hiéu rs pham—w
Iya chon cung nhifng két-qui co thé thiu-hoach.dvde vdi nhiing
phudng-phap &Y. )

Chung-ta. hiy chla nhtrng phu’dng-phap dio-tao nhan-wen chi-
- huy thanh hai loai 16n : Mét 12 nhiing phu‘dng—phap thudng-thife,
khong dude. qm—c‘ﬁnh tw tridde, va hai 13 nhu'ng phu?dng-phap drfdc
tra-thdo trude khi dem ra ap—dung Tdi tin rang qu:-vx se thay ca
hai phlidng-phap nay déu ddng dude ap-dung.
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Nhung phudng-phap khéng qui-dinh o trm:')‘e.

Phudng- phap thudng-thite, khong du’dc qul-dmh t tru‘dc 1a
phlrdng-phap bat nhan-vién ch1-huy phai vu’a lam via hoe. Nhan-
v1en iy dudce bo-nhlern vio mét chie-vy chl-huy, tuy khong dude
huan—luyen trude nhung pha1 thanh—cong nhBo tai neng cila minh,
Day 13 mét phudng-phap hét sie gidn-di va thuc—tlen Nhu’ng, cung
nhu nhing phudng-phap khdc cho nhan—v1en dudc: hoc-hm bang
kinh-nghiém, nhifng kmh-ngmem 4y cé th€ trd nén qua d‘at lam
cho chinh phudng—phap ay trd nén kém thlic-tlen va khéng t5t dep
nhu khi mdi xét. '

Co ngudi néi rang nhu'ng kmh—nghlem thlic-te cla mot nhan—
vién tu’-nhlen dude bo-nhiém vao. mot chic v chi-huy d€ réi phal
g lo-liéu lay, aa la d‘u Nhu' thé cd ding ching ? Mt su theo rdi
nhu'ng nhén-vién chl-huy hoc nghe theo phufdng-—phap nay chu’ng-to
rang ho khong vi the ma bat-buoc phai trd nén nhffng nha chl-huy
g101 Ta hay 1ay ty—du sau d'ay mot vién thu'-ky vi e6 20 ndm kinh-
nghlern trong nghé thu’-ky t-nhign dude boﬂnhlem gitt mét dia-vi
i chl-huy N hu’ng khé mot n01, hai mudi nam kinh- nghlem ayskhung
phdi 13 20 nim tién-bé lién-tuc mi chf 13 20 14n mdt ndm kinh-
nghiém ma thoi. :

Mot phudng—phap thuang-thlic 'th'l.f hai 1a bt nhan-v1en chl-huy
tu‘dng—lal phéi nhin-xét va bat—tru’dc nhtng ky-thudt chl-huy cﬁa
cap trén, Phudng—phap nay cod 1€ 13 phu’dng-phap nang dung nhat.
Nhu’ng ta cling phai ty- hoi liéu phudng- phap nay co ﬂu hay khong,
nhat la d Viét-Nam 12 ndi sy nhan xet cap trén rit cé gidi-han vi so
quan- -gée-vién trung—cﬁp tai-ba rét 1t

Mot phufdng-phap thu’cinguthuc thit ba la d€ cho nhan-v1en chi-
huy tu hoe héi thém mot minh. Nhén-vién ndy co thé trd nén mot
ngu?dl chl-huy co tai bang cach doc sach, suy-nghi, nhdn-xét va néu
¢é thé néi chuyen vdi nhu‘ng nha 1d4nh-tu danh tiéng. Phlidng-phap
nay cung cé lgi nhting chl cd ket qua déh mue nio ma th01 Nhu‘ng
tige rang nhiéu ngu‘d1 ¢ thé€ tré nén nhifng vidn-chuc chl-huy g101
lai khong chiu b3 thdi-gid ty-luyén thanh nhing nha lanh-tu gidi.

Nhiing phuong-phép dude trd-thie it hay nhiéu.

Ngay nhu néu qdi-vi cho rgng cdc phuong-phip thudng-thie
khéng qui-dinh tif trude 1a &l cho sy dao-tac nhan-vién chithuy, thi
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t6i cing xin qu1-v1 xet thém nhttng phuong-phap dude tri-thio it
hay nhifu ngay nay van duge ap-dung.

Phudng-phap thit nhat trong loai nay 1a phu‘o‘ng-phap do do mat
nhén-vién chl-huy cac-cip phai dude luc:n luon nhic-nhé réng ong
ta cd trach-nhiém ¢ao-tao nhan-vién dudi quyén trd nén nhiing 1&nh-
tu tuong-lai tai-can. Su-thuc thi vé sau chung ta s€ phai nhd cdy mét
phan nio & phudng-phdp nay dé hoan-thanh v1ec dio-tao nhan-vién
chi-huy tudng-lai. Tai sao ta lai khong nén chi dung phlidng—phap nay
ma théi? Nhufo’c-éhem 1o‘n nhit cla phu‘dng -phéap nay 12 da sb cac
nhan-vién chl—huy vi qua bin lam nhiing cong viée khae, nén khong
chu-trong dén cong-wec nay Toi khong tin rang ching ta day cd the’
biét duge mot vai ngudi chl-huy & c4p cao ma lai danh nhiéu thi-gid
&& ddo-tao nhﬁng vién-chife chichuy dudi quyen ho. Tuy-nhlen nhﬁ’ng
nguidi nay neu co, cdng chi 13 mot thiéu-sd rdt nhd va rat it nha chi-
huy cao-c&p dinh tth—gld cia ho lam cdng-viée nay. Vi viy thudng
thuong, ta khéng nén quad tin & phudng-phép niy.

Phudng-phap thi? hai trong loai nav 1a « phtfdng—phap huin-
luyen nhédn-vién phu—ta ». Moi ngu?31 chi- huy ph?n cé médt phu-ta
& kha-nang dé lam cong viée cia minh bit cu lic nao Néu nha
chl-huy bi om hay phal di'dadu xa, hodc ngay chi @i vang it lau thl
cing pha1 cd mét: nguoi phu—ta thay mihh trong thdi-gian mmh vang
mit. V& phu'dng-dlen hmh thife thi phudng-phap nay that la tot dep.
Nhu’ng dé&h khi dem no ra dp-dung thi nhiéu nhan-v:en chl—huy lal
O ¥ e ngai. Ho sg s& co ngudi hoe dulge cong—ue_ac cda hQ va 6 thé
gianh mét cong—vlec cua ho Phan-ti’ng ma ta ¢o the’ cd dbi véi su
s@ hai nay 12 nhiing ngutdl ay khong d‘ang dudc bo-nhlem gitt chu’c-
vu chl-hu.y Mot ngu‘dl chl—huy gidi phai khong sg nhu!ng nhén-vién
phu-ta tranh mat edng viée va dia-vi clla minh. Pigu khéng may
13 sy thé nay, ndi thi dé ma lam thi khé. Chung ta edn cb thé ban
du.oc nhiéu va phttdng-phap huan—luyen ngud1 phu-ta cho mmh neu
cac nhan—wen chl-huv ¢d the bq duge noi lo sg mat viéc vén ngam-
ngim trong thim-tdm ho.

Tuy vay ngd&i ta van cb c;ich thi-hanh nhff‘ng phudng-phap nay,
baﬁ;—ehai:; nht?ng sy e-ngal cua nhan-vxen ch1~huy Trude kia toi da
quen mjt nhan-wen chithuy cao-cap ap-dung phudng—phap nay va
bit buoc t4t cA cdc nhan-vién ch1-huy duidi quyen éng phai méi ngudl
huan~1uyen mot nhén- v1en phu-ta Ong noi va thi-hanh 1i n01 cta
ong, rang ong s& bdo bat ky lde nio mét hay hai nhan-vién ch1~huv
dudi quyén ong di xang mét thoi-gian va d mét noi ndo khéng cé
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may d1en—thoa1 as ngu’dl khéc ¢ thé tlep-xuc véi nhu’ng ngtfch do. Ho
khong d‘u’dc noi vdi nhan—v1en dudi quyén biét ly—do vang mit va
nhufng ngudi phu-té cho ho pha1 tu’-dong thay thé ho trong thd1-glan
ho va.ng mat Nhimg thdi-gian vang méit bo buoc nay cb thé kéo dai
1 mot nia ngay d’en ba hay bon ngay Neu to—chu’c khong lam viée
dude trén chu dudi quyén ngufd1 phu-ta thi nglfdl chl-huy ay se pha1
chiu trach- nhiém. Va d& co mot do6i khi, co ngu’dl bi ct-chife v1
khong dao-tao dude nhitng: ngxfdl phu-ta tai-can, Va l€ ‘di-nhién néu

’ ngu’dl phu-ta d’a lam cong-viée dude tam—thdJ. glao -phé cho y mot

cach t6i bai d€ cho nhan-vién chithuy cép tren cua y phal bi cat-
chuie thi y sé khéng dude giao-phod edng v1ec ay, vi y c’fa chu‘ng—to
khong co dd tai-can khl dude dip thay-the ngu’dl chl-huy cla y.
T5i cling xin ndi thém rang tru’dng hdp nay cling la mdgt tru’dng-hdp

_ thi-hanh phu’dng-phap by mét cdch qua khit-khe. Tuy—nhlen qu1—v1

cing ¢ thay réng phlidng phap dic-tao nhan-vién phu-ta ¢ the
dufdc dem ra ap-dung véi nhitng nhan-vién khéng chiu dao tao ngu'dl
thay thé he. .

Mot phudng-phap thu’ ba trong loai nay dude goi la phudng- phap
« thay phlen ». Theo ke-hoach nay thi nhung nhan-vién chl-huy
tudng-lai da dude’ tuyen-hfa can-than d'tfdc bé- nhlem thi-hanh mot
chudng—trmh dy-ligu va chl-dmh cong-tac Ho cd the pha1 lam viée
sau thang trong mét bd roi qua lam viée sau thang sau 3 mot bé khac,
xong sau thang sau niia thi 1am céng viée ch:—huy d d‘la-phlfdng vdl
tu’-cach la quan-tru’dng, xong lai thém sau thang & vin-phdng cha’
éng tmh-trlfdng, va clt nhu thé'ma tlep—tuc Co doi khi phu’dng-phap

‘nay fai du’dc tu-bd thém bdl sty trao-d8i kinh-nghiém v& nhifng cong-

tac d\idc chi dmh cho méi ngudi, khl nhitng hoc-vién nay duge thinh
thoang tu-hop aé tudng-trinh vé kmh—nghlem neng vé cong-tac da
chl-dmh cho ho Theo chugng-trinh nay thi cac nha chl-huy phai
thufe long glup dd nhu’ng ngu‘Bl tap-sd phat-tmen kha—nang Hdn nu‘a
chung ta cung pha1 lu’dng-dlnh can—than thanh—tlch _riéng cua m01

" nhan-vién cong-tac d& ¢d thé qui-dinh kha-nang lam viée cta méi

n gdal

Mot hinh-thile khac cla phu’dng—phap nay 1a cho nhiing nhéin-
vién ch1~huy tu’dng-lal ay nhlng trach=nhiém cang ngay cing 10n d&
du-dinh t17 trude cho dén khi ndo ho khong the dam—dufdng d‘u‘dc
nhufng trach—nhlem cag hdn. Chu’dng-trmh nay cin phai dude kifm-
soat chit ché& d trung-l.fdng va cung co khi dude goi 12 « chudng-trinh
tu-nghlep ®, .
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Cé ngudi lai hi-Vong rgng cae nhén-vién chi-huy s€ théu-thép
dudc k1nh-ngh1em réng lon bing cdeh’ nay hay cich khde ¢& chuan-
‘bi ho a’am—d'l.fdng nhiing chu‘c~vu cao, vi trong doi cong—chlic cla ho,
ho d3 tinh-cd duige chuyen tut sf‘:'f nay qua s¢ khde nhleu 18h, Nhung
didu khong may 12 nhitng ngu’al du'dc thuyen-chuyen nhu vy khéng
phal 1a nhdng nhan-vién ch1-huy tot nhat vi ly ~do khiéh ho bi thuyen-
chuyén thlidng la vide 1am ciu-thd hodic khong lam vua 1ong cip
irén trong to-chu‘c Ta pha1 co mot su’ chl-huy va moét sy du-dinh
tap-trung a& chon nhifng ngud1 eé nhiéu tai-nidng nhét va che ho
hoc-hoi nhidu thif loai kinh-nghiém khac nhau,

Lai ¢4 mot phudng-phip nfa bit ching ta-phdi vio s& nhiing
thanh-tith cfa cde cdp chithuy trung-ha. Ta phai tra-ciu nhiing s6-
sich ndy ky-ludng & Ifa-chon nhilng nhin-vién kha-di ¢ thé dé-
nghi cho thing trit. Lam nhu vy thi nhiing ngudi cb khi-ning cd
nhidu trién-vong dude thing thﬁ&ng hon 12 néu ta e hoan-toan phd
mic cho nhan-wen chf—huy cao-cap hdn ta quyet-d‘mh vé sy thang-
thu’&ng ong nay mac nh1en & chi Iya chon trong 56 nhiing ngu81
) may man dude ong ta quen biét, Hon nifa, néu mot khi he -théng
nay d‘lidc ap dung 'l'.hl ta pha1 bdo-cao cho moi ngu’dl bigt rang hé-
thong ay, k&t ngay nio 1a bit ddu dude’ thl-hanh Chi’ riéng su‘-the
niy cung 4¢i 1a mét dong-cd‘ manh ae thuc-day nhén-vién tu’-luyen
thanh nhing nha chithuy gidi.

Cdch ddy it 1au cd dip duge nghlen-cu’u cach—thu’c t6 chifc & mot
céng-sd Vlet-Nam t6i ¢4 nhin-dinh thiy rang cong s& Vist-Nam nay
khéng cd loai s& ghi thinh-tich cd-nhan cta nhén-vién. — Té6i phéi
néi ngay ring t61 khéng biét cde sd.khde cd ¢ trong tihh-trang dd hay
khong. — T'6i d3 xin xem hé'sd ctia chung 20 nhan-vién chi’-huy cao
nhat. Luc-sodt nhidu hdi ngudi ta mdi kiém ra hai bé hé-sé nhung
- lai khéng d4y-di. Ho ndi ring nhiing hé-s kia thi edn gii¥ & nhiing
té-chic mé nhifng nhan-vién 4y lém -viée cach day may nim. Trong
tru’dng—hdp mgt nha chl—huy cao-cap hdn muon xem xét ngu’al nao
trong so 20 nhan-vién ay dang du’dc thang thu’dng, thi nha ch1-huy
ay chi cin-cU dude quyet-dgnh cha minh & cam-tu?é’lng cia rigng
minh d6i vdi nht‘i’ng ngudi do, vi khong ¢ hé-sd nao g& nghlen—cffu
Kmh-nghlem ching-td cho ta hay rang nhLing nha ch1~huy caoc-
] cap vi qua bén viée nén khong the biét tlio‘ng-tan vé' nhan—wen
dudi quyen, va s€ thay nhu’ng hé-sd ghi thanh-tich ca-nhén cua
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nhin-vién dudi quyéh, gidp dude minh nhiu trong céng vide thing
thurc’mg nhén-vién phu-t4 néu nhifng hé-sd &y tudng doi day-dit va
cd gla-tn

Lai them mot phufdng-phap nia trong loa1—thu‘ nay la phufdng-
phap « co-van cho cap chl-huy » Theo phufo‘ng—phap nay thi nhu’ng
nha. co-van di-co huan-luyen han ‘hot, s& nghe cac nha ch1—huy
bién-bach va trmh-bay nhu‘ng néi khé khan gip trong cong viéc.
Ho s€ phai lam cho nha chl-huy ma ho co nhlem-vu co-van, tin cdy
. ndi ho va nhu’ng nha chl-huy ay s& biét e thé ndi mot cach tu-do
vdi co-vAn cla ho. Sy thé 4 ngu‘dl chim-chd nghe mihh néi nhu’ng
sit kho-khin trong cang—wec ma ngu‘dl nay lai khéng 14 mét hrern—
hoa cho dia-vi ctia minh, 1a mdt thu—tuc da mang lai nhidu ket»qua
kha quan tai mot val miéc To6i clng bigt rang trong e hién-tai 8
Viét-Nam cd rat it neu khong pha1 la khong co ngu’dl dude huan— '
1uyen de lam co-van va cung cé rat it nha chl-huy thue-tam mudn
duge b-ta. Toi chi néi-d&h phudng-phip ndy d€ qui-vi nghién-ctiu
hiu 4p-dung sau nay ma théi.

Nhifng « phuiong-phap dude tri-thdo it hay nhiéu thuxc‘fng
du'dc thi-hanh trén mét cin-bdn cd-nhan. Téi mudn xin phep qu1-v1 '
tré qua dia-hat nhu’ng phudng-phap da co dude hodch-dinh dé€ huin-
]uyen nhidu ngtfcii Nhiéu khi nhu’ng phudng-phap nay dude diung
1a vi nhiéu ngudi cb thé duige huan-luygn cling mét lic va 1am nhu
vy dd toh kém.

Nhifng phudng-phip dd hofich-dinh d& huAn-luyén nhidu ngm‘si

Mot phudng-phdp dudng nhien trong loai thtt nay 1a sy chuan-
bi va phan-phat nhifng tai-liéu in nhu nhung tap nguyet—san va
sach v ¢d gza-trl thong-tm va tuyen-—truyen @€ cho cdc nha ehlihuy
doc va nghlen-cu’u Bao gio ta cling nén cé nhifng ta1-11eu in ‘nay
trong cde chu!dng—trmh d‘ao-tao nhéan-vién chl"'-huy Cac nha chl-huy
cé the hoc dutde nhidu bang phu‘dng -phap nay, Tuy nhlen, phuodng-
phap nay chua thé dhide coi 13 ddy dd. Nhiéu nha chl-huy khéng
chiu doc nhling tai liéu dén tay ho hoac ho khong quan-tam dén
nhing bai hoe ma nhitng tai-lidu 4 ay cb thé chua dyng. .

_ Va € ¢6 nhién, mot phu‘d‘ng-phap khdc cd thé 1a su’ thanh—lap
.mdt hoc-vién nhu Vién Quéc-gia Hanh-chinh, 13 té-chie cd nhiém-
Vi huan-—luyen nhufng thanh -nién nam-ntf da dude tuyen—lu'a ky dg

']
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trd nén vién-chie hanh-chinh. Tuy sy huﬁh-luyen néy co rit
nhleu gia-tri, nhung d¢ khong pha1 la phu‘dng-phap huan-luyen déc
nhat nén dung Nhu‘ng vin- de mdi cla quoc‘gla va nhu‘ng ky—thuat
mdi khi phat—xuat ra, cd thé’ s€ do nhu’ng_,ngddl d3 ti-gia ghe nha
tru’dng tu' l4u nim hodc chua bao gic cap sach dén hoc-v1en nay,
g1a1 quyet Tdi xin lay maot ty- -du : ngud1 ta van bao rang Viét-Nam
cin phai ¢é mét thi-tuc ngan—sach mdi, Néu thu-tuc nay Gufdc dem
. ra ap dung, thi cung con phal duge hoc-tap ‘va thu’c—hanh bdl cac
don-doc-men moi cap Cac don~doc~v1en va cdc nha ch1~huy co khl
cén pha1 dudc huan—luyen nhiéu vé he-thong ngan-sach mdi, bAt )
chap dén X103 huan-luyen qua-khu’ va kmh—nghlem clia ho.

Nhifng 1op hoc to chu‘c tal Vién Quoc—gla Hanh-chmh ngoar
gld lam viée vao budi t6i cé thé cho ta mot phan su huan-luyen can-
thiét. Nhu‘ng co nthng su’ huan—luyen nhu’ vé ngan-sach ma moi
nhi chi- huy can pha1 o, chy’ khong el gl nhu‘ng ngudl & Saigon
"hay nhifng ngudi tu-¥ theo hoc nhli'ng 18p hoc t6i nay ma théi.

Them mét phudng-phap khac vén dudc tat cd” cac chmh-phu
" irén the-gldl ap dung la Iga-chon nhl:(ng v1en—chu‘c chi- -huy co tai,
quen viéc; s&p sinh ty 35 dén 40 tu01 v3 huan-luyen thém cho ho
tai mot trung—tam huan-luyen cao-d‘ang Neu Vlet—Nam chiu theo
thi- tuc nay thi Vién Quoc-gla Hanh-chinh ¢d thé lai €4 thém mét
" nhiém-va nua ngoai nhiing nhiém-vy hién nay 43 uy-thac cho vién,
La1 thém mét phddng-phap huan-luyen nifa 1a sy to- chu’c nhing
bu01 noi chuyen nhu budi ndi chuyen hém nay. Ngugi ta qi nhin-
ci’lnh thay trong nhidu chmh phu rang phu’dng-phap % dlen—thuyet »
néu d‘udc thi-hanh d\ing c’fan, rat la thich- hdp vdi cac nha chl-huy
cao- cap. Tuy nhién, nhu’ng bai dlen-van khéng thue sy la o klen-
hiéu qe lam chao ngu’m td thay ddi thai- do. Phddng—phap nay co the
t6t dep 6-chb trao dai tin-tue mot cach tru‘c-tlep ma tho1 Va diéu
dang phién 12 qua nhiéu ngum dén nghe dlen-van ch1 ngm lang-~
yen suy-nghi dén nhu'ng 1¥-do khién nhiing diéu dién gia néi khong
the dude dem ra ap dung. .
Tuy khong pha1 la mt phudng- phap hoan-toan khde biédt,
) nhu'ng ta cd thé néi rang phu’dngnphap huan-luyen bang cach to-
chu‘c dai-hai va « hdi-nghi » dude ludn luon nhdm hop de cho cdc nha
chz-hhy cao cap thong béo cho cac, cdp trung~ha biét vé nhiing sd
thay dbi chinh- sach, ¢ thé la nhu‘fng cd-dip a€ dio tao nhan-vién
chl-huy Su’ thyc thi mot s nhu’ng ky—thuat viia dude t6i dé-clp,
da dude ap- dung trong nhilng bu01 hop nhu vay,
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Lai co nhung phlfdng~phap thao—luan chung lam cho khan;gla
tham-dy cac cuoc thao-luan sau hai duan-van hoac tlfdng-trmh
Khuyet—d'lem caa phu’dng—phap nay la co ngusi muon nhu’ng khéng
gidm trinh bay quan—d‘lem cha mmh trude mot s6 déng ctt toa. Thém
nifa, nhitng cau hdi dudc ,mot ngu’dx xuét-trinh thudng kh1 phan-
anh nhu‘ng dicu ngudi dy khong biét hdn 1a ¢4 1gi cho tuf-tlidng cha
da-sb cii-toa. - .

C}hung to6i da du’ chnh phudng—phap thao—luan chung bang cach
yéu cAu qitd vi viét trén gidy nhufng cau héi 1am qul-w thac .
Ky-thuat thag-ludn nay dg dude trmh—bay i ky trude va qui-vi s&
nhin-dinh phudng-phap nay co th& dp-dung dude tét dep hay
khong,

Mot phtidng—phap khac nifa 1a phan—phm mot nhom 1dn thanh
nhleu nhém nhd va khuyéh-khich sy’ thao—luan gnfa nhung nhom
ay, mhu giao-su' Fox 43 1am trong budi dlen-thuyet clia éng.

Lai thém mét phudng-phap thao-luén nifa1a chon 5 hay 6 ngudi
kha-di dai-dién dude nhién thanh-pha\n trong c-toa. Toi xin 14y
mot ty-du : trong mét cude thdo-ludn vé vih-dé€ lién-lac lao dong
trong hé thong cong-quyen, ta nén cd mot vién-chue cao-cap trong
chinh- quyen, ‘mdt cong—chufc danh-tiéng’ dai-dién cho quan—diem clia
gidi cong-chu’c mot lanh tu cong—nhan dude moi ngusi biét 1a hoat-
dong rat dac-lu'c trong cac to~ch1ic conguchu’c: lao-dong, mot v1 thAm-
phan d& xd nhifu vu tranh- chap lao- (iong va nhu’ng tnfd’ng-hd’p

" tudng-ty. Nhtfng ngufdl nay s& 14n Tugt trmh-bay mét so 'vén-d& theo

quan—nlem cua ho. Va co d6i khi 6ng chi-tich sé tom tat. nhung diéu
mo‘1 trmh—bay Sau d6 cu- toa du‘dc mdi héi teng dlen-gla mat va cac
d1en-g1a s€ ¢6 thé thao-ludn voi nhau

Thém mét phufdng-phap nua, bt cu‘-toa tham -gia tich- cuc ho’n
la phu?dng-—phap dung td1 céc phddng—tzen e thmh thj ». Ty-du ta c6
the huan-luyen c‘hfdc cac quan-doc-wen v& cde quan-he nhén-sinh
bang cach san-xudt va chiéu nhu?ng phim anh dung vé muc-phleu
ddc-biét ay L& di‘nhién muéh xu?-dung nhing phlm anh nay th1
cong-wec dau-tién 1a phai lya chon can-than nhtrng phim anh ay ;
binh- luén de-tal cudén phim chu cu’-toa biét cudn phlm ay nham
muyc- ~dich gi'; va sau khi ch1eu s& dé cli-toa thao-luan ky luiong vé
su ap- dung nhufng nguyen-tac da trmh-chen vé cac gquan-hé nhan-
sinh ma ti“ung ly pha1 dude cu’-toa ap-dung sau nhing nhin-xét vé
cudn phim &y. Nhitng phudng-phdp ¢4 dude hpach-dinh &€ hudn-
luyén nhidu ngudi mét lde, cling nhu cdc phudng-phdp khdc, phai
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dude dimg tdi trong mét ké-hoach téng-quat déo-tao nhén-vién chi-
huy. Tuy-nhlen rihalt la vdi nhl?ng, nhén-vién chl-huy, khéng ké
) ci‘en cAp-bic cao-trong cha ho, vi cap bac cang cao thi su-th€ nay
eang dung, su huan-luyen cA-nhin méi ngudi bang nhifng phudng-
phap tong-quat lai cing kho. Vi vay cac phu’dng-phap ca—nhan, hay
t6t dep hen, cdc phu'dng-phap hudb-luyén tling nhdm ngudi cing
cap-bac va cung cd nhing van—de tu’o’ng-dong mét loa1 trong mét
to-chue, cd the dem lai nhiéu ket-qua hdn. Bay gid chung ta hdy
ban sang nhu’ng phudng-phap huan-luyen cho ting nhém nho.
t

Phudng-phap huan-luyen tung nhom nho. -

Phl.idng—-phap huan—‘luyen tu’ng nhom nhé la phu’dng—phap déo-
tao nhan-vién chl-huy bang nhung budi hoc-tap han«che cho ttrng
nhom nho tu 10 cho tdl 20 ngddl Nhing budi hoe tap nay thuu‘ng
nhom mbi tudn mét 18n hay et cdch hai tuan 18 lai mhom mot lan '
va cd nhu thé trong ds tam hay mugi tudn. M01 phién hop 6 thé
kéo dai t& mot gld rudi tdi hai gld déng ho. Thu‘dng thudng nhting .
hoc—wen trong mo6t nhom 1a nhxmg don-doc-wen ¢ cap-bac Jgang
nhau, g cing mot trinh- d6 quan—doc Ty-du m6t nhom 15 dén-dée-
vién dude huan-luyen cung-nhau, co thé gém_toan nhiing ngudi glu’
chife chanh-su-vu & mét bd hay G nhleu bé khac nhau Thudng
thu’dng, ngoal tmf nhu‘ng nhén-vién cap €ao nhat suf huan-luyen theo
kiéu nay gém tit od nhiing don-déc-vién trong mot ta-chile.

Co nhiéu cdch hoach-dinh cong viée huan-luyen nhung nhém
nhd. Cich thif nhétla té-chite nhu’ng 18p hoc hay nhu?ng bu01 thuyét-
trinh. Trong mot nhom nho thudng ngudi ta dé hu’ng thdo-ludn mot
van-de hdn 1a trong nhiing nhom déng, Vi theo 16i nay nhleu ngIIBl
o cd—hm noi chuyen va tham-du cuoc ban-luan, va ta cd the hoc
duge rat nhidu khi pha1 nghi ky vé nhu‘ng vin-d€ cla mihh va
trmh—bay nhing van«de dd. trude mot s6 nhd khan—gla c6 th1en-
cam v3i ta. Nhu‘ng budi hop nay, t6-chite nhu nhu‘ng Io'p hoc, co
dic-diém 14 glao -su pha1 xudt-trinh nhiéu didu can-cu‘ ndl d‘o ma
thao—luan Nhiing budi nhém té-chife theo kigh nay cd bé-ich cho
mot vai loai hudn-luyén. Ty-du ta cd thé t8-chic budi hoc tip theo
161 ndy néu mudh gidng-gidi v& mot hé-thohg cang-vu mdi, s& dp-
dung trong chihh—phu ’

Mot phlfdng-pha,p luyen tu’ng nhom nho nua i phu’dng—phap
« ho:—nghl ». Khédc han vai nhu‘ng budi hoc tap to-chite theo 16i Idp
hoe noi trén, trong nhufng bu01 hoc-tap theo 16i hoi-nghi nay ngu’cﬁ
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huén-luyén-vién khong truyén ddy mi chi nghe va Khuyén-khich
sy ban cai. (5ng ta lam cho nhom &y g1at-quye't nhﬁ‘ng vén-dé lién-hé
bang cach thao-luan va trao-ddi tin-tie va cam-ti.fdng Trong kinh-
nghiém thau«thap ¢ nhigu nude th1 ngu?o’l ta dg thiy nén dung
phu’o’ng—phap «h01-ngh1» nay trude 'khi ding déh phu'o'ng-phap
« 18p hot » g€ hoc—-hm mot vAn-d& riéng biét nao. Theo 161 thao-luan
ty-do trong nhu’ng phlen-hop nay, nhu’ng ngusi tham-du c6 thé
trxnh-bay nhu‘ng noi thac-mac cua mmh va duge nhiing ngudi cing
' cap-bac vdi minh glup gxal-quyét van-dé ma lai khoéng sg-sét bi ai
qud ming hay_khing-bd. Thu'dng thl.fdng ngudl ta khéng that long
ma nhan thi-hanh mot ke—hoach mdi néu khong dude bay t¢ het
nhu‘ng n01 thic-mic cta ho. Nhu'ng phddng—phap nay chang ¢é gi
méi la cd. Chung ta c6 nhiing bang ching r5 rét réng 3 nu‘dc "Ai-Cép
thu’dng-co ngudi ta 44 4p-dung nhitng phtidng-phap nay roi. T6i da
chiing-kién phddng-phap nay dudc ap-dung d€ huin-luyén can-bd
Cong-dan—vu d V1et—Nam Chung tol cung da cho dich sang Viét-
ngd mot cudn cdm-nang vé phu’dng—phap héi-nghi dé dung tal
Viét-Nam,

Thern mot cdch thao-lufn theo 181 hm-nghl nia 13 dimg mbt
ngu’d1 trong s& nhu'ng ngusi tham-du héi-nghi lam chu—tmh phlen
hop, thay vi diing nhilng nhan-vién 4% duge huan-luyen tnfdc vé
phu‘dng—phap héi-nghi nay nhu nhufng nhan-vién cﬁa vién quoc-gza
hanh-chanh hay nha cong vy chang han. Khl mdi bat dduthi' nhlfng
ngu’dl dude chl-dlnh chu—toa héi-nghi cd the khong thong—thao 1&m.
Nhu‘ng cong vide chi-toa phlen-hop luyen cho nhiing dén-déc-vién
blet cach nghe va thau-thdp nhli'ng diéu ngusi khac n01 mgt cach
can-than hdn. Kha-ning nay s& gidp ho mot khi tro‘ vé si bibt lang
tai nghe nhifng dé-nghi cta ngﬁ&l duidi.

Nhitng phudng-phap luyén ting nhém nhd nay s& rdt eb Iidi-
néu méi ngudi-dén tham-dy, khdo~cttu riéng mét van-dé. MGi ngudi
mang van-dé minh d& khao-cfu ky-ludng va & ban-ludn tai phién-
hop-ué dp-dung & sd minh. Réi ngudi nay phal lam mot ban tudng--
trinh cho nhém cha minh vé nhilng difu minh &3 dp-dung duge.

Téi xin k& mot cau truyen nhd vé phudng-phap nay. Mot
trong nhung ngufdl tham-dy 13p huan-luyen bang phu’dng—phap hoi-
nghi 1a mot don dbc-vién di dung tudl, cuc-can va bat hch-thlep
Trong lo'p ngtidl ta giao cho ong nay céng-tac vé s¢ minh tim

mot ngu’d1 lam viée dudi quyen minh da tin~tdm chlu khd va khen
ngu01 nay va phai tusng-trinh cho c& nhdm biét v& kinh-nghiém
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nay trong phién-hop tdl Don—doc-wen nhay cho rang cong-tac &
rdt khé-khin. Ong ta e chan-tru’ mai cho tdi nia gld trt.ro'c khi
nhém phién hop t6i. Nhung réi ong cung lay @i can-dam &€ goi mot
trong nhing nhan-vién than-tin nhét cda éng vao va khen-ngdi
ngu‘dl nay da hoan-thanh mot cong viée mdt cach tot dep. Don-
doc-wen lai con héi thém: « Ba iy va cac ¢hau vén dude manh
chif ?» Nhan—v1en dude khen-ngdi rat di ngac-nhlen va hdi thim
ong . chu-sut c6 mét hay khong" Vi dén-gde-vien khé tinh nay
chifa xu'-su’ nhvu the bao gic va kh1 bidt éng nay khong mét thi
nhan—v1en kia t§ ra rat sung-sﬂdng va vui long tra 13 tu’dng~tan
v& viée dén-dde-vién kia mudn blet Khi bédo-cdo vé viéc nay, ngu’ﬁl
d6n-dde-vien kho tmh 4 ra rét khm—hal, mot trmh-d‘o kh01-ha1
ma khong ai trong s0 ban donganghzep cua ong ta co the ng&’ co

& éng. Nhw viy ta thay rang vu?a hoc vu‘a ap-dung ¢6 thé rat b-
ich cho mét su huan—luyen d‘iidc cd ket qua.

Con mdt phtfdng phap phu 6 the dp-dung cling vdi nhing
phudng-phdp dao-tao nhan-vién chi-huy 13 phlfdng-phap « ddng
kich ». Mgt vai ngu’al trong nhom duge yén cau g1a v3 ddi-phd vai
mot trudng-hdp dién-hinh. Thudng thudng ta chi nén dung phﬁo‘ng—
- phap nay khi nhiing ngu’dl trong nhém dd quen nhau kha réi-va
khong ngai ddng kich tride mat nhau, .

Tx-du mgt ngu’m du'ng lén d‘ong vai gidy nhan-vién 6hf-huy vé
su quan-trong cha van—de giac-té dén-sy. I-Iau hét moi ngudi 4éu
cong—nhan rang giao-t& din-su’ la vige rat quan-trong. Tuy-nhién
dén khi phal thie-hanh nguyen—tac nay trong cong—wec hang ngay,
th1 ho cé thii-dé nhtt the chua nghe thay ch'd glao-te dan-sg bao
gld ¢, Trong kh:‘d‘ong klch thi mit nglfdl cé thé gitf vai mot cong-
din déh trd thué ma vi' nhdm-14n nhi¢h thinh thd lam cho
nhan-vién thau thué gat-gong Trong khi dong va1 ngu’Bl cong-dan,
ngudi don-dse-vién dude d1p bidt cam—tu’dng cla ngudi dan ra sao

khi bi d6i- da: khéng ra gi, va ngu&: ddng vai nhén-vién chinh-phu .

thi sé thay rang cuc-can va nong—-nay 14 v6-1y déh mue nao. Phtl’dng-
phap huidh-luyén ndy cd nhifu cdch ap-dung Thoat nghe thi tudng
la phddng-phap nay chi’ nén dung vdi tré con théi Nhling nguoi
ta d4 thdy phu'dng-phap néy rat hleu-nghxem lkchi rnuon huan-luyen
tai cho nhan-vién co thai-dé tu-ton du‘ng muye. Ta sé co mét thai-
do mdi, ‘hiu-qui hdn tru’dc mét nhom ngu’?ﬁ ma ta khong sd.
Phudng-phdp nay d& dwge ap-dung hiéu-qua trong viéc hudn-luyén
nhén-vién eanh-sat ¢ Nam-Viét trong dia-hat giao-t&.
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G1d ta nén xet qua nhu‘ng phudng-phap huan-luyen tu?ng nhom
* nhd cua COng-san Chéc cde vi d& dude nghe noi va cd ngu’dl da
bigt rang cong—san dung phudng-phap kigm-thao phe-bmh Kkhit-
khe va hifa 14h sau s€ 13m kha hon. Ta nén phén-biét rd rét nhiing
diem d1—do‘ng giva suf eip~dung nhifng k?*thuét va phudng-phap nay
tai cac nude ty-do va cdc nude cdng-san.

Cong—san thddng hay dung nhu’ng ngusi « nm-cong» de khai
man cac cude thdo- luén. Bit d4u thi khong ai muéh nédi gi' ca. Nhung
di neu khéng ¢b ai ty ¥ difng 1én ndi thi nhﬁ’ng tén « nm—cong »
nay d’u’ng ién bia dit ra nhiing 18i tu phe-blnh va cung hl.fa hao
rang ky sau sé lam can-than hdn Pi co mdt ngtial néi réi thi
nhufng ngu’dl k1a mudn khoi mat thé- dlen cung du’ng 1én tha téi va
hia hen. Va rél khi da thu t01 va hua hen trude mat moi ngu’dx,
ngu’dl d& thi t6i thi s& mAt the-dlen néu khéng givt 18i hifa.

Trong nhiing nude tu-do th1 ngu’dl ta khong diing dén k€ « noi-
cong ». Khong ai doa nat ai ca va sG af nhu'ng phlfcmg-phap nay
ap-dung d‘u’dc la vi trong bat el mot nhom nio cung o mot vai
ngtidl khong nga1 ‘bt adu cude- thao-lufin Con @&a so nhufng ngu’m
kla cung sé dufng 1én néi khi 44 chic da Kh1 thay rang nhu‘ng nglf{.'fl
n01 trdde réi, khong ai bi 161 théi gi ca thi ngu‘dl ta cung phat-
bidk y-klen theo. Thl:fo'ng thu’o‘ng con ngl:fdl ai cling muon glal-quyet

nhu’ng ndi thac—mac va nhiing van-dé khé-khin cda minh. thng-

niide tu-do vin cé thé dung dude nhiing phudng-phap nay ma van
ton trong duge nhan-pharn con ngu’Bl

Gi6 ching ta 45 xem xét qua thé ‘nao 1 nhifng phiidng-phap
Khong hoach-dinh tride, nhifng phuong-phdp &3 tri-hoach 6 rang
d¢ huin-luyén nhifng dam d6ng, va nhifng phudng-phép df trit-
hoach trude 48 hudn-luyén nhitng nhém nhd. Ta cling ty héi nén
. ding phudng-phap nio & Vigt-Nam ? Nén dt‘mg phudng-phap nae
.12 tuy theo muc-dich minh mudh dat. Ma cd 1€ ta phai dung t8i

t4t cd nhling phudng-phap nay d¢€ dat duge nhitng muc—phleu khae
nhau gbm trong chu‘o‘ng-trlnh déo-tao nhén-vién chl—hu},r

Phtidng—phap bi nhiéu ngu’du ch1-tr1ch nhit ¢b 1813 hai phudng—
phap eé-vdn va huﬁn-luyen tu’ng nhom .nhd. Panh rang nhilng
phur'dng-phap nay mé4t nhidu thl-gld nhung ta.cing phal cong—nhan
rang ta khong the nao thay a6 dude nhu’ng tap-quan lau dgi va
nhing thi-d qua quen cua’ nglidl ta sau may budi thuyet trinh.
Nhiing nhan-vién cao-cAp thudng hay loai-bé nhifng phudng-phap
huih-luyén tUng nhom nhd khi hoach-dinh chudng-trinh dao-tao
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nhéan-vién chlihuy Ho lam nhu vdy la v:l‘ phah déng chua ty ho
nhin-dinh thiy nhu’ng hu'dng-phap dy'cd h1eu-1u'c dén muc nao
Téi chi’ eon bit n01 rang nhu’ng phufdng-phap ndy di duge ap-
dung mot cach rat hleu—nghlem 3 nhlfng ndi khac, va ta cang nén
hi-vong rang Viét-Nam cling sé biét ldi-dung nhifng phtfdng—phap
nay thy thdi-gian va cdc didu-kién khae,

Té-chiic dho-tao nhin-vién chi-huy.

GiB ta nén xét xem cén phdi cé mét th-chli‘c nhu thé nao de’
thi-hanh chu’dng—trmh dao-tao nhan-v1en chl-huy, néu ta muén
hoach dinh trude chudng-trinh huan—luyen Bién-phap dau tlen
trong viée phat-khél mot chu’dng-trmh huan—luyen nhan-v1en chi
huy 13 trinh-b8y 10 rét phan gop cua gidi quan-dde cao-cap "trong
viéc hoch-dinh chu’dng—trmh huan~1uyen That ra, huan-luyen
nhﬁng nhan-wen chl-huy s va trung-cap 1a @& giup nhl.fng quéan-
. doc-wen cao cap 1am viée co ket-qua hon, Vi vay quan—d‘oc-wen
" cao- cap ‘phai duge bidt va chap thudn phu‘dng—phap huan~luyen va
pha1 khuy&n-khich ngu’dl ta bd tho‘l gid ra &€ hoe tap, nhu 1& Tong-
' théng da khuyéh khlch moi ngddl di du! nhlfng bu01 ndi chuyén nay
Hon nifa, nhifng quin-doc-vién cao cip phai sin-sing nhin nhing
sy thay ddi, vi trong cdc budi hoc-tip ta‘cd thé kham-phé ra nhiing
khuyét-diém hanh-chanh cén dude tu-bd. Sau rot, nhifng quén-doc-
vién cao cAp-phdi thyc-tdm muéh cé nhifng c@ng—smj—vién bigt lam
viée va lam vige ¢6 hidu-lue, Khéng ed sy cong—téc cua nhﬁhg quan-
dde-vién cao cdp thi' khong ai biét nén khdi ddu & cho nao trong
chl.fo'ng-trmh ‘dao-tao nhan-vién chithuy.

Tél xin ké mét cdu chuyen nhd G¢ dgn-chung diéu md1 noi:
Trcng mét hing tu bén M¥ cd mét ong gidm-dée cd tudi va rat
kho tinh nhung vén dude ban gidm-doe uy-thac cong vige ch1-huy
vi éng- ta ludn-luén lam tang dude mtfc sdn-xuat. Tuy-nhlen, co
nhleu didu 6ng ta lam ma it ngu’dl va va khéng dude k1en-h1eu
1&m. Mot horn ong ta cho phép t8-chule mot chﬁdng—trmh dao-tao
nhin-vién chl—huy vi nhitng hang khac cé chu’dng»trlnh nay, chit
khong pha1 vi 6ng ta nhén thdy chu‘dng—trmh nay 13 cén-thiét.
Phudng-phap hdi-nghi dugc ding. Nhilng ngudi tham-dy budi hop
tuc khéc than-phién vé hidu n&ng kém yéu va tinh tinh ddng ghét .
eda ong gidm-dse kia. Ong niy nghe ngay tha'y tiéng vang va 14p-
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tic bai-bd chudng-trinh hudn-luyén. Ong ta khéng sin-sang ty sita
vi trong trudng-hop nay tinh-thdn céng-tdc hoin-toan thiéu hut
& ngusi ldnh-dao.

Chlfdng-trmh huan-luyen thu’dng do mot ty-ban gom co nhlfng
nhin-vién chl-huy cao-cag thdo-luén véi sy trd-gxup cla nhu’ng
chuyen-wen huén-luyén. O Vidt-Nam cling d& bt dfu cd mat té-
chitc @& lam viée nay la ch-dong Lién-bd Tu~ngh1ep Cong-chlic
Ho:-rdong nay nhdm phién hop lan thtt nhét ho1 thang Gleng ViYa
qua va s€ hop ky tdi vio théng Bay Maot cuc-dlen khac co the 1am
cho chu'dpg-trmh dao-tao nhén-vifn chl-huy mang 1ai ket-qua tat
dep 13 viée thiet-1ap mot dy-ban nghién-cttu nhifng nhu-cdu hudh-
luyén. Céng viée nghién-ciin lién-tuc né.y khéng nén giao-phd cho “
nhing nhin-vién chf—huy by gi¢ d% qua bén, ma nen giao cho cac
nhan-wen ban phu-ta. Sau day 13 mét vai trleu-chlfng td ra cn
phaz co mdt chudng-trinh huén-luyén nhan—vfén chl-huy. Tinh-thén
thép kern va thdi-@6 khéng chiu co-ging cna nhan-\}len, tﬁnh-trang
nang xay ra nhﬁ‘ng xich-mich v& canh-tranh glu’a cac phong trd
nén qua dang, khong thi-hanh cdc ké&-hoach. Nhan-v1en chl-huy
khong chiu ed sang~k1en, khéng ¢4 su diu-chinh gifa ede cd-quan
trong mot té-chte, nhleu ed-quan tranh gxanh nhau lam mét cong
viée vi lam vide nay dé chiu va vi 118 ay bd dd tit cd nhu'ng viéc .
cAh-thiét khdc. Nhﬁ‘ng nhin-vién cao ¢ip v& chinh nhing ngu’?n'l
" dude hudn-luyén cln phédi céng-nhan nhu-cau nay. Neu khong thi
nhung chtio‘ng-trmh dao-tao nhén-vién chi-huy s& chang ¢ b0-1ch‘
gl Téi cho rang nhiing van-a& ma éde vi néu lén sau bai thuyét
trinh ella gido-su Fox d% cho ta bxet gqua nhﬂng nhu-cdlt hudh-luyén -
& 'Viét-Nam.

Con mét vén-d€ nifa trong céng viee té-chic nhi?ng chvidng-
tribh hudn-luyén nay 13 viée lva-chon va huédn-luyén huén-
luyén vién. Khong phai bit et ai cling cé thé 1am huﬁ'n-luyen—vién
dude, va neu mudh chlfo‘ng-trmh nay cé ket—qua thi trude hét phai
dao tao huan-luyen—wen Réi phai t3-chie cong viée huan-luyen,

. didu-dinh 14¥ nhing ndi hop,mdi moi ngu’dl tdi,vin van...

Réi iat con viée hfang dinh cong~viec huﬁh-luyen vi t6-chife lai’
cong—wec nay dé¢ tu-bé nhiing khuyet-chem clia nhifng chu‘dng-trmh
ed, Co 1€ ta khéng nén mong dgi qua nhigu 8 nhilng bude g vi
hoc hiéu phudng-phép té-chie va tham-dy viéc dao-tac nhan-vién
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chl?-huy cing khéng phai 13 chdng. T4t nhién, né'u(céng ludng dinh
ky-lufa'ng hon thi ta lai cing tim thdy nhu-ciu huén-luyén ting
cﬂdng thém ; va nhu: 61 d& noi, cong viée huan-luyen khoéng bao
gic 1a hoan-toan chim-duit. Danh ring thdl-gld danh cho viée huin-
luyén cung edn phai thy & nhiing phin-sy khac cua nhing ngu‘dl
dude huan-luyen, nhting thuong thudng nhifng vin-dé nay déu co’
thé glaluquyet d‘l.idc ek,

Va sau eang 1i phé‘u té-chnfc mot ban huan-luyen Nhung
chuyén-vién nay nghlen-cliu nhu-ciu huan-luyen, kzem-d'lem moi
phﬁdng—phap va gidi-thidu nhiing phlio‘ng-phap nao co hieu-qua
nhét, Ho gmp vio cong viée Ifa-chon vi huan-luyen nhling huén-
luyen-wen sia-soan nhu‘ng sach vhuén-luyen va lién-lac vdi nhdng
té-chite khac nhu Quoc-g1a Hanh-chanh Hoc-vién hay nhiing
tu-nhén ¢€ thau gop y-klen "Ho dong mét vai-trg quan-trong trong
cong viée huan—luyen va difu-chihh nhﬁ‘ng chufdng-trmh huan-luyen
@& tranh nan nhi-bgl. Ho di€u khitn cong-v:ec lu'dng-dmh céc
chddng-trmh huan-luyen va con cd the xudt-ban nhIIng 1 nguyet—
san huan-luyen a¢ thmh-thoang phan-phat cho cae nha chl-huy va
cac don-dde-vién.

Céng viéc dao.tao nhén.vién chf-huy & mbt vai nude Dﬁng—Nam-A

Cic nu'o'c Bong-Nam—A. da lam du’dc nhifng. g1 e dao-tao nhan-
vién chi—huy Toi quge biét rang cac phddng-phap thao-luan tu’ng
rhom dF dude Ap-dung nhidh va dem lai két qua tot d‘ep tai An-Do

Mdt vai ngl.fdl — cA Vigt 1An M¥ — via di Phl«-Luat-Tan vé dd
. du'de chu‘ng—klen mot phong—trao huan—luyen dude phat-ddng tai
cac cong—so’ d5-thanh Ma-Ni, rdi df dudc banh-trliéng trong cde
cong—sd chmh-quyen trung-tfdng Phi. Cac vién-chifc cao-cip, nhu
Bo—-tr!.fdng Ma-Ni' va Tong-thong Magsaysay, da mubn va dang cd
gang cho hé-théng cong-quyen dude cdi-thién, Nhigh cd-quan chinh-
quyen dd Ida-chon cdc vién-chic kmh—ngh:em d@c-hlet tai-cdn glti
t8i hoe & Vlen Hanh-chanh Phl—Luat—Tan &€ tré nén nhing huan-
luyen V1en glm Chung 61 44 thay ho hoe nhing ld’p 35 ngudi £6-
chite méi tukh 6 lan Trong thda-ky huan-luyen nay, ho da hoan-
thanh xong mat ké-hoach cZi-td mét vai cong-tac trong 53 cla ho.
Trong nhlfng ldp n&y, ho dd hoc-tap cac phtio’ng—phap h01-ngh1,
kich-hdji, va nhiéh ky-thuat thdo-ludn ting nhém nhd khéc. Xong
dén kh1 6t nghzep, ho sé€ ap-dung nhiing k§-thust dd khi trd vé
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t8-chite cu Ke-hoach nay da dem lai ket-qua tot—deP Nhidu céng-
chue, ké ca nh1eu ngh1-31 damcuf tmh—trudng, do-trdo’ng -chua ~
dude mdi tt 'dy nhiing 18p° 46, hién nay dang yéu-cdu dude ,hhéh-

‘luyén nhu vay.

Tha:.—Lan dd yéu-cah mot trong nhting ngu’dx dung 1én to—chtic

' 1¢p hoe do 3 PhluLuat-Tan sang Vong—Cae @& to-chic chufdng—trmh

dao-tao nhan-vién chl-huy cda mihh.

Vlet-Nam khong cAn phal theo gudng nay mot cach mi quang
Viet-Narn co thé, va nén cd mét ké-hoach phu-hdp véi nhu-cau dae- |
blet cla mihk hdn ‘Nhung cling nhu hai quoc-gm kia, ta ¢ thé"lam
dufdc nhiu viéc, & dhy. Trén thé-gici khéing co mét chmh—-phu nao
co tuyén -phén-vién chl-huy hoan-toan Nhéan-vién chl-huy bao gld
cung 'cin phat-tnen khé-n&ng cda minh mai mai

r
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Trong nhitng budi thuye't— rinh trude, cde dlgn-gla da thﬁo-luan
bon yéu-ts can-chmh &€ phat-trién va quan-tn céng v1ec hanh-chmh
mébt cach hidu- qua Trong ba1 thuyet-trmh thu’ nhat qu1~v1 da xet
qua nhiém-vu quén-dde tong-quat trong té-chite chmh-phu Chéc
qu1—v1 ‘eén nhg nhiéu. yeu-to gay nén mot su’ quan-croc tot d?ep
Gido su Fox 44 thao-luan voi qui-vi vé tmh-cach quanntrong cta
mot trong nhu'ng véu-to 4y la e sy quan—doc 0’ cap-trung 3, ndi d’ay )
mot phdh 16n cde cong-tée cla chmh-quyen duge thi-hdnh, Ong
Hoyt dé thdo-luan sé qua cing qux-v1 vé mot vai ky-thuit kidm-
soat va lanh-dao hifu-hiéu va trong bai thuyet-tnnh doc hom that
hai vita réi, glao su Wickert 43 g1a1-th1ch mbt vai ph!.fdng-
phap t01-tan nhat d& huanuluyen v phat-trién kha-nang cla nhan-
vién chl—huy

Thuyet-trmh cua téi vai qfu-vi hém nay dé-cap mot do’i-ttfung
ma cac chlnh-phu coi nhu nhung phu’dng—tzen hu’u-lch va piang-
dung nhat — la nhan—v1en — nhung chi g1dl-d‘mh trong pham-v1
nho hep cua mot 58 ngufc:h duldc lua chon, I—Ioat-dong clia nhiing
ngudl nay mudh dude ed ket~qua tot—-dep phai dugc bd-sung boi-

- sy xu’-dung mdt cach cheu-hdp nhtfng tal-nang va ky-thuat ¢35 du’dc

tr1nh~bay trong nhitng budi thuyet—trmh trude.

Bay gid t01 mudn xin thanh-minh rang nhi'ng 16i téi sap trinh-
biy cung qui-vi 1 danh r1eng cho nhu'ng vi ndo c¢o trach-nhiém
phu-ta mét nha chl-huy d& qu1-dmh nhffng ké-hoach va thu-tue
hau thi-hanh nhu’ng chu’dng—trmh réng 1dn trong cdng vide hanh-

" chinh. Qu1—v1 1a nhung ngudl pha1 lam mot phan 16n nhu’ng cong

viéc vun vat’ chl-tlet &€ thi-hanh nhu’ng quyet-dmh chmh-tn cua
chmh—phu Quii-vi phal; ngay ngay do1-pho vdi ap-luc thdt-gxan cap-"
bach &€ hoan-thanh ket-qua mong mudn mét cdch mau chung
Qui vi 14 nhing ngugi can phai biét nhilng phuong-phép du‘ng dén
lam cho cong vige duge hoan-thanh — nhifng phu’dng-phap va ky-
thuéat dé té-chiic cong vibe cla nhan-vién dudi quyéh quisvi,
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T6i s xin trinh-bay véi qli-vi mét k§-thudt ma nhifu {6-chue
quin-s¢, dan-sy, cong va tu, di coi 12 d& ap-dung va dé mang lai
két-qui. KF-thuit nay thudng dude goi 13 «cdng viée phu-ta chit

huy » v& tit-ngif niy nhu dugde ding 6 d&y c6 mét y-nghia rit ro rét,

o thé dudc gla’\i-thl'ch nhu ky-thuat té-chife giﬁp cho ta lam dude
nhiing cong—tac 16n trong mot thdi-gian to1-th1eu mdt cach hiu-
hleu .nhat.

Ban phu-ta chl-huy la gi? ¥

Ban phu-ta chl-huy 1a mét ban gom mot 56 nhan-wen phuy-ta
gxup-d& nhi chl-huy thl—hanh nhiém-vy clia ngudi ay Cong vide
clia ngu?dl ch1-huy va elia ban phu—ta pha1 dtfdc thong—nhat nhu
mot khm-lu'o‘ng bat—kha—phan Ban phu-ta chl-huy chf b vi s ton-
tai clla nhing céng-tde phife-tap phai‘hoan-thanh. Céng viée nay
mudh dude hoan-thinh phai duge mét s nhin-vién ¢ té-chuc va
dudce diu gié’t cﬁ'—gé’;ng thife-hién nhiung muc-phiéu chung cda tat
ca. Sy hoan-thanh muc-phiéu chung niy tuy—thuoc 3 mot cd-s3 ¢6
phan~cong chuyenumon hoan-toidn. Ban phu—ta ch1~huy 12 bude déu
trong congatac phén-cong chuyen-mon % trong mit ta-chic. Ty—-du
nhu sd y-t& eda mot thanh-phé 16n cé thé od mot éng gidm-dée,
mdt ong pho—giam—doc mét ong to’ng—thd—ky, mgt &ng tru‘.&ng-
phdng gido-duc y-te, mot ong trlfdng-phong kiém-soat bénh-dich

va mot dng trddng-phong thl.fc-pham lanh-manh. Chu‘c-phan cia -

nhitng vién-chie nay 13 bude dau trong viéc phén-céng cda té-
chite. Dudi quyén he 13 mjt sb nhin-vién cd nhiing nhiém-vu
chuyen—mon hdn : mot 6 y-ta, chuyén-vién y-t&, huan—luyen-w.en
gido-duc y-t& tho-ky, chuyen-v:en phong thi-nghiém v... v...
Tuy-nhlen ban phu-ta chl-huy hoéch-dinh d‘u‘dng-lot ma to-
chite &y phdi theo &€ hoat-déng, thau-thip tin-tie c&h-thiét, es-van
cho vién-chite chithuy, chuén-bj nhﬁfng chi-thi ¢ thi-hanh ke-
hoach va tu’dng-trmh cho ngufal chl—huy vé sy thanh-cong hay that-

bal cua mot ke-hoach Néi tém Ial, ban nay lam cdng-viée -

diéu-chinh cdn-thiét & gmp toan-the to-chufc thye-hién muye-phiéu
chung,

Trong nhing té-chie hanh-chmh mdi, néu mudn dung ky-
thuat do, ta phéi ¢d mdt vai yeu—to cﬁn—thlet cho cdng-viée cla ban
phu-td nhy s& dvde tribh-bdy sau ddy :

——

—
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A. — Céng viée chichuy.

Ta phai nhc? ring trong bt clf mét ts-chde nao, vién-chl'fc chi-
huy la nglfal o trach-nhiém vé& hét tha1y moi hanh-dong ctia t6-chue. .
B glup-cio’ ho hoan-thanh nhiém-vu, wen-chiic nay co mdt s6
nhan-vién phu-ta cao-cAp goila « ban phu-ta chl-huy », Nha chl-huy
va ban phu-ta pha1 dude coi nhu mot khai bat-kha-phan Tuy-
nhién nha ch1-huy cung phéi dluaglat va khuyen—khlch cde ngudi
phu-ta mihh. Muon trd nén mot khéi hat-kha-phan ede nhan-v1en
ban phu-ta phéi kmh-trong va tin-nhiém Hn nhau Mot nha chi-
huy hay lianh-tu khéng the lam dude hét thay moi ,viéc vi sdc
ngudi ¢iing nhu ‘thdl-gld Chl co han ma thoi va khong thée tu mmh -
diéu-tra moi cong v1ec d& ma quyet—dmh mot céch dung d3n, vi
nghién-ctiu hét thay cac cuc-dién d€ cho cong—-tac dude thanh-
‘cdng.

Mét nha chithuy g101 phai giao-pho nhxem-vu mét cich day
&0 cho nhan-vién phu—ta, khong diu-diém didu gi, va it ho phal
thau-hoach dude ket-qua & mire tm—da Mbt, nha chl—huy g101 pha1
san—sang cho nhan-v1en phu—ta ddy c‘:*u tin-tifc dng biét, can—th1et
cho su hoan~thanh cong~tac chung cua to-chdc Mot nha chl-huy.
clng pha1 cd kha—nang chuyen-glao nhitng ch1—th1 cua minh mot
cach ré-ring va gon—ghe c:ho ban phu-t4,

Nha chichuy phai san-sang " nhan-1dnh nhu‘ng tu-tudng va
khuyen—cao mach-lae, can -ct ¢ nhitng sy the dudng-nhién, ngay
nhv neu nhu‘ng tu-tu’dng va khuyén-cdo by khong phu-hop vdi
tu-tudng cua riéng minh, Trisndo mét nha ¢h1-huy ciing phai ¢d
co-gidn a& san—sang chapunhan nhu'ng phu‘dng—phap lam viéc mdi,

Nha chl-huy phai nhm-nhan cong-lao cia ban phu-ta khi
thanh-cong va khéng dtidc cudp c6ng cua nhidng ngudi phu-td cho
minh,

B, — Du:c-ttmh ¢ila nhin-vién phu—ta

. Muéh thanh-cong, mot su’ chl-huy tot-dep chua d1, ta phai co
mot ban phu-ta chl-huy ed huan-luyen ky—lu’dng N01 nhivt thé khéng cd
nghla la tit ca nhan-vién phu—ta phax duge huan-luyen hoan-toan
trude khi dudc bo-nhlem vao nhufng chu’c-vu nay. Suf huan-luyen
ta:-chu’c 1a mét yeu-to cdn-thiét g& phat—trlen mot té-chite cho dude
' hoan-hdo,
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Su huan-luyen nay khong can phaz ) ban-chat qué h1nh-tha1.
_nhufng c6 thé 13 mét loat cn-gang ditng muc cua nha ch1-huy va
ctia nhu’ng nhén-vién phu-t4 ¢ kinh-nghiém, ad giup-dd cac nhan-
vién méi trd nén hodn-toan tii-cin:

Muéh cho cong v1ec d‘dcic hoan—bl mdi nhan—v1en phu-ta chl-huy
phai luén Iuén co- gang cal-tlen tal-nang clda riéng mmh Khéng
nhan-vién phu—ta gidi nio co quyen hoan-todn tin-ciy ¢ nhiing
phufdng-phap Bm vie ei-k§, Ngudi 4y phai luén luén tim kiém
va ap- dung nhiing phudng-phdp va tditu’éng méi d€ cdi-tién cong-
viée cla minh.

Méi nhan-v1en phu-ta chi-huy phal tufdng-trmh mét cach du‘ng-
dan ngay. nhy néu biét rang nha chi- huy cé the khong dong-y vdi
minh ; néu nhan-v1en phu-ta ay chi’ tu'dng—trmh nhu’ng -diéu 1am
cho nha chl-huy bang 1éng;, thi nhan-wen ay khong hé cd 1ch-161
gi cho doan-thé, Nhu'ng ngu’al chi biét « gat dAu » phai nhlidng chd
lai cho nhu‘ng ngu!d1 tai-gidi hon ¢d thé gdp hoac tranh-dau cho
nhu‘ng ¥-kidén mfi va hay di-dong khi nhiing y-klen ay cd cin-ban
3 nhifng sii-kién vffng—chac

C. — Té-chate.

Mot ban phu-td chichuy phdi dude to-chte ro-rang. Mbi nhan-
vién ‘phii bigt minh hifu-dung nhit & dia-vi nio trong té’ chitc 4y.
Cdc lénh-truyén va cong-tde phai dude glao-pho qua_ cac thi-tue
duge. qm—d’mh sa0 cho nhanh—chong nhit va. dudc moi nhan-wen
hiéu théu. Cd-s& clia té-chitc phdi duge trihh-bay cho méi nhan-
vién co mot lanh-vie trach—nh1em rleng biét va cho nhan-v1en do
dude xuAt-trihh nhing y-kién mihh cd lén cho nha chluhuy

D. — Tinh-rha‘h dodn-thé.

Ta khong can phal n01 nhidy vé phan tg-chile quan-trong nay
vi né la mot yeu-to qua dudng-nhién d¢ hoan-thanh nhLIng myc-
ph1eu clia mot t3-chde. ‘

Mot ban phu-ta phai 1am vigée nhu mét d6i — thanh -edng la
thanh-céng chung cta don-vi chi? khéng phéi 1a clia riéng ai. Mc_>t
trong nhﬁ'ng dﬁ’c tinh cén-yéu mot nhan-vién phu ta chlz-huy phal
c6 1a y-chi muon bop- nghet nhu‘ng tham-vong ca-nhén trude nhLIng
hoai-bdo cua doan-thé, Ta phii nhd rang mot thanh-tlch tbt dep
khéng can phai pho-dlen cling dudc moi nglr81 biét déh,

- T
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Cé 18 gdi-vi ciing' biét cd nhiing y&u-t8° quan-trong khac 1am
cho edng-viée clia ban phu-ta duge dé bé thanh-céng hén. Tuy-nhién,
nhitng ydu-t3 ma tbi vita trinh-bay; cho ta mét cdn-ban thao-luén
vé vAn-d& ban phu-ta phéi hoat-déng nhy thé nio.

Hoat-d0ng cua ban phu-ta chi-huy. -

Gi2 ty nhu néu ta ¢d mot ban phu-ta g101 dg duge. huan-luyen
ky—luong ve nhu'ng ky-thuit phu—ta ch1-huy, thi'l ban phu-ta ay pha1
lam viée nhu thé nio ?

C#n-ctt & nhiing su quan—sat va difu minh thau-thip d’tfdc ben
trong va bén ngoai to-chu‘c, nha chl-huy phal qui-dinh mét dl.fdng-
16i cbng-tde. Nha chl-huy co the chuyen nhufng quyet—dmh cua -
minh cho ong phu—ta-trddng bang ch1-th1 noéi mleng hay v1e1: hay
co the chuyén nhing ch1-1:h1 4y cho toan-the ban phu~ta trong

" mot phzen-hop .chung vii ban nay Trong mébi trr.io‘ng—hdp, nha

chl-huy phdi cho ban phu-ta bidt day-&a tin-tde ¢ glup ho duy-
thao nhu‘ng ke—hoach hay khuyen-cao va tit lae 4o van—de ay la-_.
é trong tay ban phu-ta glal-quyet

Dudi su chl-huy ciia 6ng phu-ta-trdo'ng, van.dé do dude phan-
tich va phan phol cho. cde nhan—vxen ban phu-ta, 14 nhing ngddl
s€ gop phan vao cong—cuoc tlm glal phap cho van—de @d. Trude
day, t6i d'a nhic dén cong-v1ec cia ban phu-ta nhv cda « mbt doi »,
va dén van-aé difu-chihh; néi d&h A4y téi lai nhé téi mét vai
diéu khdc khiéh ta phai chi-trong vi' nhifng diéu nay rdt quan-
trong trong viéc tim kiém gidi-phdp cho nhing van-d& d& dat de.

Tuy v1ec c‘he‘l.xuchmh la pha\n tréch-nhiem co';c-chiilh cua 6ng
phu—ta—trdong, nhung thanh-bai 1a thy G tat 2 6 nhén-vién o
high va ap- dung hay khong ap-dung nhitng nguyen-tac (i’ieu chinh.

Sy didu-chinh phaéi co ngay tai cac don-vi thu’a—hanh va cde cap—-bac

cao—trung trong mot té-chile. Quan—trong nhat trong cong-v1ec didu-
chinh 14 y-chi mudn cong—tac M3i nhan-vién ban phu-ta phai ty
budc minh phuc-vu to-chiie va lam cho hidu-ning ca ban phu-ta
thérn tang-cddng Trong su huan-luyen mdt ban phu—ta, ta phdi
1am thé nao cho sy didu- chmh va cong-tac tr& nén gan nhu mot tap-
quan,

Sy difu-chinh ¢d thé dudc phat—trlen bang tinh~than hiéu—blet

s hudn-luyén va thye-hanh, Cdc nhan-vién ban phu-ta chl-huy
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cdn phai b1et rd nhu’ng trach-nhiém glao-pho cho moi thanh- ph
trong mdt to—chu’c Biét du‘dc nhu' vay, ho s& bigt khi nao mét vin-
@& c4h phai ¢6 sy giup-dd cda cde thanh—phﬁn kia.

‘Sau day 12 mjt vai phudng-phap phéat-trigh sy didu~chinh va
tinh-thin cong-tde: .

1. Cdc cuée hdi-hop khéng chinh-thde,

2, Cac cudc héi-hop chinh-thife v tu‘dng-trmh vé tinh-hinh cda
to-chife. .

~ . : A .t
3. Loan-truyén mau le nhiing tin-tue can-thiét,
] ~ a~r . afs e ' . [y !,
4, Tigp-xic chat-che va trao-dé} tin-tide gitda cac ddn-vi va vdi
cac nhin-vién trong cac t6-chife khac.

Ban phu—ta chl-huy thau-lugm tin-tidc do no‘L rhing nhin-vién
dwdi quyen do sw nghlen-cu'u va quan-sat clda rleng mmh va do
nhu'ng té-chie khac Nhufng co—gang cua ban phu-ta a& thau-lugm
. _tm—tu‘c, glup nha chl—huy ed di du‘-d’e as’ quyet -dinh. Nhlfng tin-tie
nay phéi duge phan-tach va thau ngan de gitf lai nhu?ng di€m chinh
ma thdi. Nha chl-huy khong th€ mAit nhigu thi-gid doc nhiing
tin-tife kho hleu trmh bay lon xon Bong thal mot nhén-vién ban
.phu-ta chz-huy cung phal cung—cap cho dong-ban va cac don-vi
dudi _quyén diy-do. tm-tu‘c K '

Thyen thu’dng thi’ tat ¢d tin-tife phal dude xufit-trinh cho ong
phu—ta—trd ng vi ong nay 1a. ngu’a‘l phén-tach va d:eu-hdp nhung
tin-tite ay voi nhithg tin-tic ma ong nhin dude ¢ nhifng nguon tin
khac, trude khi de—trmh 1én nha chl-huy Tuy nhién, thinh thoang
cling co nhifng ban tudng-trinh ky-thuat dudc dé trinh thang cho
nha chi~huy @€ gitf nguyén-ven tinh-chit ota nhu’ng ban tu'ang-
trinh dd. Trong nhu’ng trudng-hdp ndy, nhifng bin tu’dng-trmh &y
phii dudec chuyén qua ong phu—ta~tru'3ng cho cong—wec cda ban
phu-ta duge d’eu-hoa

Ta phai nhé' k¥ mot diém 13 ,trong cde to- chu’c hoat-dong,
nhiéu khi ta khong thé cho’ déng biét day-du tm—tuc réi mdi quyet~
dinh. C3 nha chl-huy Ian ban phu-ta nén nhg difm nay va hleu
rang nhu'ng quyet -dinh cédn- cu’ tren nhu?ng ban tu‘o’ng-tnnh khong
day du, pha1 &l co glan d’e cd thé d'u’dc su’a d8i néh cdh, Tuy-nhién,
ban phu—ta phal ed- gang tiim blet tat ca nhiing d’leu-klen 11en ~quan
. tdi té-chitc cia ho d€ ¢4 thé biet trude khl rido cdn phal sifa déi
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va cho nha chichuy bigt r8 tihh-hinh cda té-chite. Nhi chithuy
ciing phdi dude nhan-vién dudi quyén cho bitt khi ndo nhing
kbuyén-cdo cda nhiing ngudi niy ‘cin-cd ¢ nhiing su dif-liéu hay &
nhitng ban txi&ng—trihh khéng diy-dd.

Dung ly sau phan ngh1en-cdu mbt van-gé thi td1 phan dy-
thao ké-hoach va khuyen-cao thng khuyen-cao xuat-trmh pha1
co tinh chat thang than, khéng chm anh-htidng ctia ¥ mudh neng
cua nha chl-huy U’u—d‘lem vd khuyet diém phal duge neu 8 d€ nha
chl—huy co the biét tu‘dng-tan tinh-hinh trude khi quyet~d‘1nh

VIEC chuan—bl ke-hoach va xxthuyen—cao pha1 diide 6ng phu -ta-
trl.fo‘ng cheu-hoa chat-che vi ong 1a ngdaz s& xuat-trmh nhting ké-
hoach ay lén cho nha chl-huy

Sau khi cde ké-hoach va. khuyen cao dulde chap-thuan mo1
nhan-vién ban phu-ta pha1 chuan-bl ch1—th1 va huan-lenh cho cac
ddn-vi ciufdl quyen mmh co phan cong-tac hay hanh-chmh trong
cong viée ay Nhu’ng huan-lenh do pha1 dude chuyen cho cde ddn-vi
dutdi quyéh &i som cho ho o thal-glo’ sua soan thl-hanh

Ban phu-ta chl-huy 'phal lam sao blet chéc rang t4t ca nhitng
don-vi hen-he tdi mot huan—lenh hay ch1-th1, pha1 nhan dude va
thau-hleu huan-lenh ay Nhlem—vu cia ban phuy-ta chl-huy 13 lam
‘cho lenh ay dude thi-hanh nhu’. da dﬂ-dmh Nhan-vién phu-ta cung
pha1 klem-soat chiit-ch& ot sao cho cac ddn-vi thi-hanh mét cach
dling &in lénh nhén dugc, Ta ¢d thé kidm-soat bang cdch dich thén
t0i thim cde ddn-vi lién hé va nghién-ei?u cling phin-tach nhing
tudng-trinh nhén duge. . .

Cong-tac phu—ta chl-huy d‘ay da.

Vi toi flhan xet rang nhu—cau cn tdi nhing phuo‘ng-sach
hoan-todn cd quz—cu dung d& hoan-thianh mot cong—tac to-chife,
khéng khac nhau Ia may gm’a Hoa-Ky, Nhat-Bon. Thai-Lan, Phap,
Viét-Nam hay bat e’ nudc nao trén the-gldl, to: xm man phép
trmh—bay d¢ qu1 v1 suy-xet mdt. vai nguyen-tac vin tat d% trd thanh
cam-nang hifu ich cho cide nhén-vién phu-td chithuy thubc cde
ddn-w cap~t1en nha.t trong chmh—phu Hoa-Ky.

Ay la:
1. Tién-ligu @y dil cde chi-tiét.

2. Thim dé y-kién cdc nhén-vién phu-td khic.

T
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3. Ngh1en—cdu viét ra gxay, nghién-ciu lai v3 viét ra glay mot
14n nifa.

4, Khu'yen nha chl-huy vxec gi nén lam, chit dung hoi gng &y
xem minh phdi lam gk

5. XuAt-trinh mot de~ngh1 hanh-dong dleu-hdp duy—nhat Bu‘ng
rudm-ra lam cho ngudi khac dé hicu 18m.

6. Bung xuit-trinh nhing de'-ngh; dai: Cac g1a1—phap dung
thudng dude nhin-dinh thiy ngay.

. £
Pung coi thuong cﬁng-viéc phu-ta,

Cong viéc phu ta muon dudc hoan—hao bat nhan-vién phu~ta

pha1 nghlen-ctfu cace vin-dé' va xuat—trmh g1a1-phap chc: cac van—de
&y bang cdch ndo cho éng trudng phong hay nha chl—huy chi co
the chap-thuan hay bac bé chit khéng phai stta d6i tu‘ng chi-tiét.

Bon-phan clia nhin-vién phu-ta 1a phal glal-quyet vin-@é chi-
tiet. Dung mbi luc hm nha chl-huy v& nhitng chi-tiét vun vt dd
nhifng chi-tiét nay ¢d nan-gidi dén bao nhiéu. Tuy-nhlen ta nén
tham do y—k1en Cua nhifng nhan-vién phu-ta khac ae gitp bién-
phap cua ta ¢d thé hoan-tit vi bao-gdm hét thay nhifng y&u-té
.chinh vé& vin-dé' 4é.

Khi gip phdi nhu'ng vin-aé kho-khin, mot nhan-v1en phu—ta

it kmh-ngmem thtidng hay gap mdt xung-lu‘c thuc-day di héi nha-

ch1-huy Ve nhu‘ng ch1-tlet vun-vit. -Ma sau khi héi, nhan-v1en
phu—ta ay 56 co cam-giac: nhu ommh Ia ngudl kem hen Hm nha
ch1-huy thi d&, v sao nha chi-huy glal-d'ap th¥e-mic cua mihh
cling de thé. Ta hay chong cu lai xung-hic @5. Ta chi’ nén chlu

thua no khi ta khong biét cong viée ma thoi. Ma cong vige clia ta -

14 c6-vén cho nha chithuy vé& nhu:‘ng diél nén lam, cer khéng phﬁt
Ia héi nha ch1-huy viée ta phal 1am. Nha clu-huy cAn ahung giai-
phip clda ta chit khéng cdn biét dén nhu'ng ndi khd khin eda ta.

) ang 1am cho nha chl-huy phai mit nhiu thch—gld vé nhitng
16i gidi-thich va trmh—béy qua déng dai. Trong nhiéu trudng-hdp,
cong viée phu»ta chi bao-gém trong mbt van-kién dé 1én xin chif
ky ctia nha chl-huy, khong gidi-thich them chut ndo. Néu ta df
tim dude glal-phap th1ch-hdp, thi nha chl-huy cling se nhén-dinh
duge ngay, va neu co cih dudc glal-thlch th1 nha ch1-huy cung sé
goi ta 1én a8 gidi-thich.

—~ .
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Dﬁng xuat—trmh nhilng g1a1~phap khong ddy da len cho nha
chi-huy. Mt giai-phép pha1 @4y dd trude khi dudc xudt-trinh.

Khi trinh-b&y mot vin-dé ta khéng e’ phax danh miy thanh
may ban cho thit sach s€, nhung khéng ph§1 vi viy ma ta de-trmh
nhi chl-huy mot md dif-d€ lon~xén va bt ong nay nghién-cifu rai
qul-d‘mh du’dng~101 va phuong-phap pha1 theo, vi cong viée nay
chinh la cdng ‘viée cda ban phu—ta chl-huy, va néu ban nay lam
tron bon—phan, thi' nha chl-huy s& dude rinh tay d& lam ‘nhitng
ebng viée khie quan-trong hdn, .

. Va khi hoan-thanh xong mgt ke—hoach nao, thi ta con phal
g hoi : « Néu ta & dia-vi cht~huy, thi ta cd ky vao vin-kién ta d“a.
soan vd &gt thanh-danh cila ta vao gm-tn cia né hay khong Né eu

khong thi ta hdy mang vin- -kién dy vé ‘nghién-ciu lai - viée ay hin
chya dudc hocm-bz ». : .

T61 chiic rang phddng-phap vda trmh-béy cd thé dem ap- dung
dude trong céng-viée phu-ta chl-huy cua qul-w cung nhu d% ap-
dung dude trong cong viée cla tdi. Xin qui-vi cho bidt y-kién.

-
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VI T&-CHUC VA PHUONG-PHAP
Albert A. Rosenfeld

Téi rat vui ml.rng dudc dzp n01 chuyén: véi qui-vi vé céng-viée
to-chu‘c va phu’o‘ng-phap, va v& su ap- dung phu’dng—phap nay tai da
s6 céc té-chuc cong—ngmep va tu-nhan nham mét sy kiém-soat lién-
tuc nhing cdng-tac ndi-bd cua ho khién cho nhiing cong-tac do
dige thi-hanh h:eu—qua Vi ¢é 18 t6i s€ dude han-hanh hoe héi bist
thém nhung v1ec Lac to—chu’c Viét-Nam dang lam trong dia-hat nay.

“Téi-cing biét rang da sb qui-vi ¢ mit tai day thita biét nhxing
d’leu ma toi s€ trinh bay, nhu‘ng trong mat bubi hop co ngan nay
ngu'dl tham du, kmh-nghlem moi ngu’dl khong donE—cTeu, ta phai
noi qua nhu’ng nguyen-tac cin-ban.

Pia-hat to chite va phu‘dng‘-phap — loai thit cAc van- de

Cac phan—tach-wen <« To- chu’c va Phtidng-phap % pha1 quan—tam
dén nhitng van-d¢€ gi ? Thl.fdng thudng thi ho pha1 g1a1-quyet cac
van-dé :

" 1. Cg-5¢ td-chule, glao-pho quyeh-hanh tuye’n-mo nhan-vién,
phén-phdi nhin-vién gitfa cdc 56, lu’dng—dmh so—lu’ong va tidu-
chuén cong—tac -

2. Luan-chuyen cdng-vin va tai-lidu tiy bén né\y qua ban khac,
ti ‘phong nay qua phong khac, bao- cao tu phong nay qua
phong khac Chuan-bl va kidm-soat cde hinh-thie vA dudng-
161 cho chl—thl ‘

3. Chuan-bz chd 1am viée va x&p- -d&t ban ghe va nhan-v1en trong
mét van-phong, xu—d:;ng mot cach hiéu- qui nhitng may-moe
trong van-phong va giu-gin vﬁt—liéu

vi. t01 vua mdi den Viét-Nam cach diy khong lau, nén téi xin

phép chi’ lay nhu’ng ty-du ma toi da thau-thip dude trong kmh-
nghlem cla téi & Hoa-Ky T4i tin rang 1am nhv thé cing dude, vi
nhung van-d€ va cong—tac trong dia-hat quin-déc nay, da 13 trong

chmh-quyen hay tai cde té-chife klnh-doanh tw, dit & Hoa-Ky hay
§ Viét-Nam, cing tuong-td vdi nhau ca.
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Dla-hat té-chitc va phudng-phap thye qué menh méng. Toi thlet-
tudng rang trong khodng thdi-gian ngan ngtu danh cho bu01 noi
chuyen ctla chung ta hém nay, va xét rang qul-w déu glu nhifng
chife-vu cao cap trong chinh-phd, chung ta khong nén mat thdi glo‘
thao-luan vE sy qul-dmh mot bdn mau hay vé mét d6-bidu t6-chi,
vi'gqui-vi déu ¢d & dudi guyén "nhigu chuyen-wen aé lam nhu’ng viée
do, nhung chung ta nén ban-luin vé nhd‘ng ky-thuat ay cb thé gitp-
4% nhifng quan-déc-vién & ché nao.

Nhung ky-thuat to-chttc va phu‘ong phap nhu’ nhifng phu?dng-hen
giup-dd cac nha chl-huy quan- -dbc copg-wec tot d’ep hah.

Nhiém-vu chinh cia qui-vi, nhu'ng vién- chu’c trong ehmh-phu,
la bao—d’am su’ hoan-thanh nhu'ng ké-hoach dudc glao—pho cho qui-vi
mot cach h1eu -qua v3 tan-tao nhét. Nhu viy, qui-vi phai xem-xét
nhifng diém sau day trude khi bt tay lam mo6t nhi€ém-vyu hay
c*mrdng—trmh to réng : -

1. Té-chife — phal dat nhting nhén-vién vao nhlmg cho thich-
hdp nhit véi khd ning cda ho.

2. Phufdng—phap — mét céng-tac phal dude thi-hanh thé naa, g
dau va lue ndo.

3. Lu’dng-dmh céng-viée — cong-v1ec 8y 6 duge 1am mot cach
c‘hing-dan, dung han va it toh-kénr khong ?

TDl tin chi¥e nél qu1-V1 ap- dung nhifng k§-thuit TC + PP ma
toi sap trinh by th1 chu'dng-trmh qmuvz pha1 thi-hanh thé€ nio eling
thanh—cong hay it nhat chlidng -trinh 4y ¢ling dude thi-hanh hidu
qua,

Nguyén-téc té-chite,

T%i 44 ding nhing chit « nguyén-tﬁ'c to-chile » trong dan bai
clia ban tu&ng—trfnh nay vi tat cd cdc té-chile cong va t dédu 4%
nhan~chnh dudge rang ho ¢ nhing van-dé tlfdng-tu’ trong cong—cuoc
tu to-chu‘c aé hoan—thanh chng-viée do dd ¢ st t&n tai cia nhing to-
chifc 4 ay, va vi trong nhiéu trufdng-hgip thi ciu trd 18i cling 44 gidng
nhau.

Tuy nhién, sy thu’c thi nhuhg « nguyen-tac » &y khéng the dudc
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-

ap- dung trong bat o mot t8-chife ndo néh khong dude su’a-crm lai '
d6i chiit cho phii-hdp véi mat van-dé dac-blet vi trong mbi truing-

hdp :

1, Cac t8-chife gom nhleu nhom ngu'dl, khong khi ndo co chung
mét thai-d¢ a& dol-pho vai mot tinh-hinh.

2+ M&i nhom ngddl JE:1 mot lLic-lu?dng bat-c‘hnh va song, nén phan—
ung cua nhom nguoi &y trude mdt tinh-hinh ddc-biét ¢b thé
thay a6i vi th31-g1an . .

3. Le dl-nhlen ta phdi diéu-hgp nhu*ng nguyen—tac TC + PP
véi cde ditu-kién trong trtiang-hdp cla ta.

' Vi viy, co 1€ ta nén c01 nhu’ng nguyen-tac a‘y nhu nhu‘ng cau
hdi ma nhén-vién mdt té-chite phai g1a1-dap trong mét tinh-hihh-
d#c-biét. Ching ta hay xét qua médt vai cdu héi &é.

L

1. Mot don—doc—vmn o the chl-huy vi diéu-chihh. cong-v1ec cla
bao nhleu ngudi ? DE trd 101 ciu hdi nay, ching ta phdi xem
xét dén nhifng yéu-td sau day:

a) Céng-viée Ay cb phdila cOng-viée thudng-xuyén 1ip di 14p
lai mo6i ngay hay khong ?

k) Tit cd nhan-vién dudi quyén cé 1am nhifng céng-vide
gi6ng nhau khéng ? ) .

c¢) Chudng-trinh thi-hanh ¢0 phai 13 mét chudng-trihh lién-
tue, dn-ginh hay 13 mét chu’dng-tri\nh mdi va co-ran.

d) Nhan-vién dudi quyen ¢ lam viéc gﬁn ngtidl ch1-huy hay
Khéng ?

* 2. Céng viée nay hay nhifng cong viéc truc-hé co dude lam g
mdt noi khace hay khong ?

3. Dén-ddc-vién cd nhidm-vy thyc-hién céng-tac co di quyén-

" hinh d¢ Jam céng-vige do khong ? :

4, Liéu trach—nhiem va quyen-han lam mot cong-vnec nao ag
dudc g1ao-pi'10 cho cip-béc hanh-chinh thip nhat co the giao
chu'a 7 Tru’dc khi glao-pho guyén-hanh va trach—nhlem cho
cip dudi, ta phai biét:

a) Chinh-sdch va céc thu-tuc cong-tac co hay khéng cin-clt
trén nhing nguyen-—tac chung &€ cho nhifng .cong-tdc &
bén ngoai dude tuong-doi ddng tinh.

’
-
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2
b) Ta cé nén hay khéng nén tip-trung mot vai nhitlng céng-
tde Ay d&€ cho thém kiéh-hiéu va it toh kém hon ?
¢) Quyét-dinh phai dude mau-le. chitng bao nhiéu ?
d) Ta co dd nhin-vién t3i-d&m dudi quygh d€ nhin ldnh
trach-nhiém hay khéng ?
Ve phu'dng—dlen hank-chinh, ¢4 nhin-vién nao & dudt quyén

klem-soat ctia nhidy don-dde-vién hay khong ? Di nhién ho
cd thé bi nhiéu dfon—doc-\rlen khée kifm-sodt vé ' phidng-dién

-ky-thuit, i -

Mot trach-nhlem hay chuc-vu trong té-chite cd dude glao-
pho mdt cach ro-rét .cho mot nglfdl hay mit don-vi trong to-
chife, hay khéng ?

Nhu’ng trach-nhlem va ch‘;fc—vu giao’pho cho mot to-chlic
cd dude qui-dinh mét. chch ro-rét va khong thé nham-lan,
hay khéng ?

) A 'y Lo . 7. N . ol 1.
. M&i nhan-vién cd biét mihh phéi chiu tréch-nhlgm doi voi

ai, va nhifng ai chiu tr&'ich-nhié‘;m &6i véi minh, hay khéng ?

Cin-bdn cda cd—sgi fcf-chfic nghia 12 dza-dlgm san—pha'}n va -’
nhiém-vu... co dude cac cap béc trong mét t8-chile ton trong
hay khong ? ‘

Tri¢u-ching cita mat to-chife khéng hoan-bi.

Toi thlet ngh1 rang chi neng Vi nhdng klnh-nghlem ca-nhan
" qui vi ai cung co duide mot kha—nang gin gmng nhw 11nh-bam, bao
cho rnmh b1et ngay rgng mét nhom dudc 16- chu’c qu:—cu va lam viée
tot hay xau N &u ta cé dip phan-tach linh-bim » 4y, thi'ta s&€ nhin-
dinh thiy rang no phat-xuat tur nhiing diélL sau day :

1.

Cac nha chi—huy thtro’ng hay qua gquan-tdm déh nhu'ng chi-
tlet khong cd thai gw‘ du’-thao ke~hoach 11f6‘ng—dinh ket-qua
clia cong—tac va hodch- d‘mh chinh-séch. Qu:l—v1 cd the sifa d‘m
tmh-trang do bang cdch phat-trlen nhu'ng 18:16i va tleu-chuan
cong—tac glao-pho quyen-hanh cho nhén-vién dudi quyen
glal-quyet nhng vén dé thlfa'ng ngay Chung ta da thay rang
vai khal-mem nhan-hlem mot cach «cod tihh todn s, ma téi
s€ dé-cdp trong mjt doan sau, ta nén giao-phd quyen-hanh
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cho nhén-vién dudi quye‘n va nhén trude tru’ang—-hdp thit-bai
o the mot doi khi xay ra, con hdn la tu rnihh xem-xet moi
chi-t1ét d¢€ lam chim tré céng viée. T61 xin lay mét ty -du :
Cd 14h t01 difge méi xem xét lai nhtrng cong-tac cua
mot d’o’n vi- clia mot hang lard thit hop lon. Ddn-vi nay san-
xuit mébi ngay hang miy tram ngan ky thit hop va ngu’d1
quan—doc vién cd toan quyen qui-dinh cdc edéng-tac — nghla
la phu’dng phap nau vd dong thit vie hop, ban th1t iy ra

" thi- tru’dng, thau xuat tigh, v... v..—nhu ¥ muon cha ong ta.

Mobi ngay ddn-w y thau dl.fo’c 50, 000 my-klm Nhung néu ong
ta chi can mudn mua mot cai but chi. hay mot bang may chti,

ong ta ciing phai viét thd cho tru- sd chmh & tan Chlcago

Tlnh—trang do le dl-nhlen da dugc thay d'm vi' néu ngu‘di
quan-doc—wen ay o du tai-can va du‘o’c glao-pho trong—trach
thau nhan méi ngay 50.000 my-kim tién ban thit, thi' chic

chin ong ta phal dude t1n-nh1em mua nhlrng dungqcu van-
phnng cAn-thiét. Chuyén nay co the chitng-t6 mét diém khéc
¢6 thé dude ap-dung trong cac hoat-dong quan-d‘oc khéc
cung nhu’ trong cong-viée £5- chu’c Lé-161 bat tru-sd trung-
udng phal thoa-thudn s mua dung-cu van—phong cha cac .
cd—quan phu-thuoc, co tu' khi hang ay ¢on nhd va cac chi-
nhanh chi tap-trung a Chicago ma thoi. Trong tinh- trang
do thi tap-trung si mua ban dung-cu van-phong la mét didu
ddng 1am vi nhu thé dad ton-kem Nhung tmh-trang do da

thay d“01 ma nhu'ng 1e-101 el vén khong thay ddi cho phu-*

hdp vdl cac dleu-klen mdl T6i thidt ngh1 o vai ndm mét
18n, qu1—v1 nén kigm-diém lai he-thong to-chu’c va thu tuc
cong-tac cua qu1—v1 ngay nhu néu cong vige ed vé van trol
chay, vi muc-phleu va chu‘dng-trmh ¢d thé thay dai, cd-53
té-chiic va cde thu-tuc ap-dung cung phal dudc thay ddi cho .
phu—hdp vdi nhung chudng-trinh va muc-phiéu iy.

. M6t trleu-chu'ng thit hai 13 cdc nhan-wen khéng quan—nlem

mot cach ro-rét pham -vi quyen—hanh va trach—nhiern cta ho,
va vi viy mét vai trach—nhlem hinh nhu & glap gioi gilfa hai
chite-vu, khong dude ai nhanalanh va trai lai co khi 1&1 duge
nhigu ngu‘dl cung dam-nhin mét luc Qu1-v1 ¢d thé s&a—d‘m
tinh-trang do bang cach ra chi-thi noi vé quyen-han va trach-
nhiém, tUdng-ty nhy nhiing chi-thi ma t6i s& dé-cap trong
mdt doan sau. '
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3. Tinh-trang thiéu-théh vé sy hifu biét nhifng muc-phidu va
chinh-sdch cla td-chic trong dia-hat cla méi nhan-vién

4. Nhén-vién it ¢4 sang-kién trong khi thifa-hanh nhiém-vy.

Tuy hai trleu-chting (3) va (4) chu’ng-to nhan-v1en thiéu huan~
luyén nhung do cung thuoc vén-dé té-chie, vi thudng phat-xuat e
su thidu Chl-‘thl ro-rét vé nhu‘ng chinh-sich va muc—phleu tong,quat
va su’-the nhan—v1en khong hiéu ré nhifng quan-hé cua cong-v1ec
cua ho d’m Vi cong-v1ec clia nhu'ng nhan-wen khac Qu1-v1 s& thay
rang neu d‘u’oc am-hiél cong—v1ec cua ca mét té-chuic thi mot nhéan-
vién ¢é thé dénghi nhilng sy sita-ddi trong chinh céng-tde cla ngusi
4y, va nht vy lam cho cong-viéc cla nhiing nhin-vién khdc dé-ding
hon. . .

Phé-bi¢h hé-théng cija té-chile.

Ta khong thé néi rang mot té-chife thye-sy 1 co he-thong, neu
he-thong ay khong dude tAt cd nhifng ngd6’1 hen-he quen thudc vii
né. Toan thé cde nhin-vién lam trong to-chiic & ay pha1 hiéu 8 nhufng
cong-wec giao-pho cho ho va su hen—quan cta nhu’ng cong-v1ec ay.
dsi véi nhu’ng nhan-vzen khae trong nhém. Nhitng ngu?dl ngoal -
nhom co tlep-xuc vdz to- chu’c ay cung phal duge biét rd- hé-
thong ecna to-ch:ic, gé ho blet pha1 t1ep-xuc vii nhan-v1en nao khi
co ot van-d& nao, va higu sy quan—he gnfa cac nhan—wen trong
to chifc ma ho phal tlep-xuc Vi vay, bat ow he-thong to—chu?c nao
cung phal d’ddc trmh-bay day dqd, pho bién cho t4t cd nhin-vién
trong to-chife va nhiing ngudi ning tiép-xic véi to-chiie. Nhitng tai-
liéu &y phai gdm nhing khoan sau day : -

1. Mét danh-sach nhifng chidc-vy trong t8-chie Ay nghfa 1a mot

danh-bo nhu‘ng hoat-dong c‘ﬁidc trinh-bdy mot cach ¥0-rét,
thuée phan trach-nhiém ciia mdi ddn-vi trong t8-chie. )

9. Do-biéu to-chide — ¢é nhidu thu‘ loai do-b1eu to-chu'c co thé

dlidc dung riéng hay chung @€ trmh—bﬁy he-thong cua mot
d-chue. Trong nhifng loai d6-bidu théng thudng nhét ¢b

a} Nhu’hg dé-biéu eo-cdu, trinh- bay cach to-chu’c ciin-ban cda
to—chu’c va nhing quan-hé can-ban gia cde ddn-vi trong
tovchu'c ay

b) Nhu‘ng do-bleu cong—tac trmh-bay nhu'ng bon-phan va
nhiém-vu clia cac ddn-vi trong té- chu'c.‘
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c) thng do-bicu cap-hang, trinh-bay cap-bac va chie-tude
cua cac nhén-vién trong mot dgn-vi.
d) Nhu’ng d8-bigh hon—tap, nghla 14 nhiing &8-bisu phm—hdp
hai hay nhiéu do6-biéu noi trén.

Sap dat cong viée,

Sap-d‘at cong—vuec 1a sy chuan—‘m mét chudng-trinh gom nhleu
glal—doan hen—tlep qe hoan-tha‘nh nhu‘ng muc-phleu cta té-chiic
mat cach nhanh-chong nhit va it tén-kém nhit. Sap dat cong-vide
13 phan-t4ch mgt chu’dng—trmh ra lam nhleu phan va qul-dmh thdl-
glan hoan-thanh nhlrng phan &0, Su sap dat cong viée s€ giup ta
higu them v& cac vAn-dé nhan—v1en dung-cy va c¢hd lam viéc v, v
Ta phdi can bao nhiéu yeu-to dé" hoan—thanh mot glal-d‘oan va tong-
cong cho ca. chddng-trmh ta pha1 can bao nhiéu. Vi vay, ta eung sé
6 mot ciin-bin v:.rng—chac hon 4% sia soan nganﬂsach cla ta.

Nhung néu mudn thiu lugm duge nhiéu két-qud & sl sap dé:’lt

cong viée, ta phai cb mot vai-phudng-tién xem-xét két-qui thiu
. i o At Al 4. Ry .

lugm va so-sanh nhung két-quid 4y voi chudng-trinh. Ngudi ta

thudng ding hai phudng-phdp dé dat tdi dich nay ; phudng-phép.

tudng-trinh rma téi s& dé- cdp trong mét doan sau va phu’dng—phép
thanh~tra Thanh-tra 1a sy xem—xet nhtrng dleu-klen trong do mot
ket-qua da duge thiu lugm, va ket-qua ay rdi so-sénh nhiing digm
nay vd1 chu'dng-trmh da hodich-dinh. Lam nhu vay, lai thém nhu’ng
yeu-to bao gom trong nhﬁng ban tu’dng—tnnh co c‘ﬂnh—ky, co the
glup ta tlm klem ra nhu’ng 161 lam hoac khuyet—chem eon ¢d the
stta &di dudc va néu can eon ¢ thé tu-chinh ca chlrdng-trmh gé
cho chudng-trinh dd phu-hdp vdi thyc-t&€ hdn.

Lautong-dinh cﬁng-‘viéc.

Muc-dlch cua su’ llidng-dmh cdng-viée 1a 1am cho nhling nhén-
vién duidi quyéh ta va ta biét o edng-viée ma ta pha1 chlu trach—
nhiém, hién dang dude lam nhu th& nao va @& giup ta ¢o mot SO-
Ilfging cong viée tudng-ddng véi so-_-llidng nhan-vién dudi quyen ta,

aF RY
Néu ta cé mot s6 nhan—v1en qua nhleu 461 voi cong-viée cua ta thi

nhan-Ivc 48 bi phl-pham Va nél s& nhan—wen khéng &0 48 1am
¢dng-viéc, thi' cong—wec ay sé bi dlnh—tre Vi nhu‘ng ky-thuat lu’dng—
dinh céng-vide, ta co thé':

1. Chuyé&n nhin-vién mét céch'mau-lg t nhitng hoat-d%ng nay
qua nhiing hoat-déng kia thy theo eong viée nhiéu it,

1
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‘2. Luiong-dinh hdu-qua cda nhing su thay-déi trong su t6-chifé,
~ '] . at O ——
trong nhiing thi-tyc va trong cac yéu-td vt feu...
3. Xuét trinh nhu'ng &e-nghl xin them hodc gidm bdt s6 nhan.
vién va- lu’dng-dinh nhitng nhu- -ciu tudng-lai vé& nhan-vién.

4. So sdnh céc thanh—tlch cua nhifu vin-phdng vé mét dia-hat
hoat-d?ong chung &e tim higu van-phong nao klen-hleu nhiéu
’ nhat hay kém nhit,

Gian.di-hda céng-vie.

Gin-dj-hda cong viée 13 phan-tach cde yé’u~t6’ c6 nh-hudng d&n
st 1am mit cong viée va quy dinh nhu’ng thu—tuc Iam vige dugde
g:an-d1—hoa Nhting thu—tuc g1an—d1—hoa Ay 1a ké&t qua cua sif loai bd
nhting sy phung- ph1 vé nhan—lu’c va vit-lidu.

A, Ching ta ¢ thé gian-di-hda cong viée bﬁng cach phén-tizzh
1. Nhu‘ng glay méu, nhli‘ng bdn tudng-trinh va tal—heu khac'
* dung trong thi-tuc ma ta goi 13 « cong v1ec g1ay td >,
2. Nhiing céng viée. diing nhiing gidy to dd.
3. Chd 14m viée cho nhan-vién 1am edng viée dd.

B. D&
1. Loai b3 nhifng cbng viée khong cén thiét.
2 Gian-di-hoa nhung cong viéc can yeu
3. Lam nhu'ng cong viée d6 mot cach tlet-klem nhat

- 4. Co nhﬂng chd lnarln viée khién ¢ho ta cé nhiéi ket—quﬁ nhat.

Gisiy 0.

Glay to’ 1a mot cong viée tuy dang ghet nhu’ng rAt c&h thiét
trong bt cur mot to chite cong hay t nio ldn vi &6 12 phu’dng—tlen
thu?c~t1en doe nhit d¢ théng-bao cho nhan-vién nhu‘ng chu'dng—-trmh
va thi-tue mdi va d€ thiu-thip nhiing tin tic do &6 ta ¢d thé ludng-
d:i,n"l'i %éc- f:ﬁngdcéc va quyét-dinh va as phé-bign nhing hoat-déng
cua to-chue. )

Téi khong biét cac nhan-wen he-tho’ng cong—quyen Vlet—-Nam

pha1 xem bao nhleu glay t6 mdi ngay, vi nhu‘ng glay t0 do gom dd
th ta1-11eu, ch1—th1 phiéu, bdo-cdo, Inft 18, 1&nh, thg .., g khi

-
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phai viet ra, xét lal, gﬁ‘l di, chuyeﬁn glao hfu—trff mot hay nhleu 14h,
Nhung ta co thé’ ‘ttrdng-tlidng dudc so-Iu‘dng cla nhl.rng glay to" dd
khong phal 1a nho le cac ky-thuat TC va PP, ta cd thé 1am cho
nhiing glay 13 4) Ay «co hiéu qua » hon trong vu‘ac,quan dée.

Thit tuc hay nhing chi- thi v& cde phudng-phép lam viéce.

M nhan-vmn chi trong thiy mét phin nhd trong cong viéc
chung. Vi tat 3 nhifng phin nay 11en-d'dl vd1 nhau, va phai phu
hdp chit ché véi nhau, nén nha chl-huy cé tAm mit bao-quat vé&"
cdng viée chung, phai 1a ngu’d: trmh—bay nhing phu’dng—phap va
phugng-tién lam coéng viée do, va phai viét nhifng didu ¢ vao glay

Kmh nghiém riéng &2 cho téi thay nh1eu chl-thl bi nhan—wen
c01 thu?dng hay thl—hanh khong ditng & vi ho khong hidu nhu'ng
ke-hoach va y-klan bao gdm trong nhifng ch1—th1 do. Nhu’ng ch1—th1
cua ta co nhleu trxen-vong dude nhin-vién thi hinh ding dn hon
néu nhiing chi-thi 8y ' .

— 18 rét,

— ddy du,

— ngan,

— dé doe, -

— d& nhd.

Ta 1am thé nac a€ cd nhung ch1-th1 do ? Tcu di cb gang theo
nhifng 1uat sau day, va t6i da thay nhufng ludt ay giip t6i tdl dich
mong mudn : - R

-

1. Ngtfdl viét chi’ ‘thl khéng nhu’ng phax quen thudc vdi vin-aé
&e-cap trong ch1-th1 ma con pha1 biét & nhung ly-do khién
ed ch1—th1 ay

9. Chi-thi viét phai ndi & rang
a) ai 13 ngudi cé triach-nhiém thi-hanh chi-thi Yy,

“b) vi'sao cin hay nén 1am nhu vy,

c) phii lam gi, .

d) phéi lam viée do hic ndo,

e)’ 1am viée do ¢ ddu,

f) lam thé' ndo d¢ hoan-thanh viéc do

3. sz-nghta m01 su-thé, kha1-n1ern va gquan-hé ma ngudi doc
ch1—th1 cd the khéng hiéh 6. -
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4. Mé-td rd rang so-—lu’dng cong viée nghfa 13, trfnh bay cidn-
nguyén phat—xuat ra moi tai-lidu va cach—thu’c theo tlep
moi g1a1—d’oan nhu trlnh—bay trong thu-tuc, nhat 13 vé chch -
trinh-bay glﬁy miu va cde tai-lidu céng-tdc khée.

5. Loa: bd tit cd nhﬁ‘ng chl-thl phudng-phap va luidt-lé ed
van dude dp-dung, i

6. Vidt mdt cach d& higu va giﬁn—di Dimg nhifng cu vin ngin
va gidn-di. Trinh bay nhu‘ng y—nghl chmh trong nhu’ng doan
riéng biét. Dung nhu'ng t1t chihh va tit phu ndi bat trong
tai-lidu, Néu c6 thé thi lay ty-du cu-thé,

Kiém soat bs‘\ing gidy mau.
Gia'y mau diing de gilf cho nhitg hétsd va tai-liéu chuye\n tin

dude dong cteu va gidn-di. Voi su’ phan-tlch va ca1-t1en cac glay méu
va 18 161 ding nhung glay nay ta co the':

1. Gidn-di-hda cdc gidy miu thich-nghi va cdn-thist.

2. Cdi-tigh nhiing thi-tuc vEn-phdng ciin-ctt trén gidy miu.

3. Ding mét loai gidy miu cho nhing muc-phiéu cong-tdc
gidng nhau. ' )

4. Loai bd nhilng gidy mau khong cin-thiét vi khong phir-hgp
v4i hién-tinh.

Lim nhd viy, ta ¢d thé :
1. Glan-dl-hoa thu-tuc lam viée,

2. Co nhu’ng thi-tuc ddng deu va mau chong, 1am cho ta d‘&'
phi pham théi gic dung ag sap dat va luu-trit cong-van.

3. bd mat thm-gld xep nhiing glay mau phuc-tap ma khéng
can—thlet -

]
~

aa? I 3 ' ’
Kiém-soat bang bao-cao.

Béo-cdo ¢d thé dulge dmh—nghla la mot tax-heu chuyen-glao
tf mét phong qua mét hay nhiéu phong khdc d& giup ngu’dl ta hiét :

1 Chmh-sach

2. Cac thi-tuc kié soat.

3. Ludng-dinh céng-tde hoan-thanh.

4. Chudn-bi nhifng bao-cdo khéc.

"
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Trude khi dide dem ra diing, cdc ban bdo-cdo phai dudc xem
lai ky-ludng a€:
1. Loai bo t4t ca nhifng di€u bdo-cdo khong cih-thist va phue-
tap. , '
2. Biét cha’c réng nhﬁ"ng didu' a&- -cp trong nhﬁ'ng ban tu’S’ng-
trinh ay 6 1gi cho dich du-dinh va thdl-glan tu'o'ng -trinh &%
duge quyet-dmh mét cach thuc-te

3. Biét chic rang cdc chluth; va gidy méu ding ag tudng-trink
dwde rd rét va day-du.

Kiém-dién nhu vy, ta s&:

1. CO mét su du'—thao chu?dng—trmh va klem—soat cong-tac hifu-
hiéu hdn, bang nhiing bin tudng-trinh glan-dl dé.hiéu.

2. T1et-k1em di.roc sife 1am viée hién nay dung d€ sta-soan,
chuan—bl chuyen—glao, xem-xét va lwu-trd nhitng bdn bao
cao khéng canwthlet

Nhung thu—tuc bao cdo ho‘p-ly cd thé va pha1 duge dung cTe glu
cho trinh-d3 quan-cioc phu-hdp vdl nhling van-gé va tidh-trién cda
mét chu’dng-—trm.h hanh-dgng cila to-chie va xudt-trinh mdt can-
ban a& lud;ng-dmh va theo-rdi cong-viée dang dude lam.

The-tin.

Néu cit it 1au cd dlp xem lai ede the hy d& gufl thi ta s& tha’y_
nhleu bife g&n nhu gidng hhau. Cho nhu’ng loai thu nay, ta cd thé
sifa soan nhu’ng miu thg, va cho quay ronéo. Nhu vdy nhuhg ngu’dl
thu-ky danh- may se dude ranh tay hdn va cho ta dd tén-phi’ glay
than va glam-bdt s Tudng thu-tin ta phal doc va ky

Ti muo;n no1 'thém mét va1 d1eu vé& nhing diéu bao gorn trong
cdc thu-tu cia qu1-v1 Téi tin rang" G V1et-Nam cliing nhu & Hoa-Kv,
nhiing ngugi nhan du’dc thu cda ta sé khong quan-tam dén nhu?ng -
cdu van dep ma ch1 quan tam tdi sy thé thu‘ d6 co trlnh-bay mot
cach ro—-rang va vin-tdt nhu‘ng diéu ho muon biét, Viét mot bite thuy
ngan ma noi da nhu’ng d1eu rmnh mubn ndi khong phdi la de Mot
trong nhttng vi chinh-an Téi-cao Phap-wen 16i-lac nhét cia My,
ong Cliver Wendell Holmes da cd 14n viét cho mot ngdcﬁ ban nhu
sau ! e To1 viét cho ban mot 14 thu dai Ia vi t6i khong cé thé‘l-gld
) v1et mét la thli ngan ». T8i cling con mot ty-du khie nu’a Cach diy
it lau tai gui cho mot hang mét ph:eu mua hang v hdi ho mot vai
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didu vé& sy gl hang d‘o Ho’ gm -cho t6i mdt 14 thi? Quay ronéo dai
hdn moét trang rudi, ndi l¥ng-quing ddu diu. Ngudi ky 14 thu d’o
hinh nhv eiing biét vy nén && thém méy gidng nhv sau : « Pay chi’
13 mét 10i mdi m& trudng-mue, di sy trd 13i cfda éng cé thé nio,
chiing t6i cling cit gili cho 6ng hang éng di dit mua ». :

) Giﬁn—di bao nhiéu néu 6ng ta d& viét ngay ma’ify hang dd trén
d4u buc thu!
Lifu-trid cong-vin. - ‘

"Téi tin chiic rang qu1-v1 d4 biét phifu v dia-hat nay, vi tbi &
dudc dip déh thim mot vai cong—sd Viét-Nam va thay nhu’ng chong
va.n-k1en Lwtu-trit xep trén ban, trén td va ngay ¢d & dudi dat. I—Idn
nu‘a, néu ed-quan cua ta phat-tr:ten thém v& co du dung-cu aé sin-
xudt mot vin-kién thanh nhleu ban, thi ta s& thiy rang so vin-kién
hiu-trif cling sé€ ting lén gap béi.

Ta c6 nhiéu phudng-phap giai- quyet vin-aé van-kién luu-tri

I

do:

1. Huy—bo

2. Giu, nhung aé d mot ndi nio khiac ngoai van-phong

3, Chup véo phim nhé va gilt nhiing phim 55.

4. Chuyén sang mot phong vin-khé riéng.

817 lya-chon dung mét trong nhﬁ‘ng phudng-phap trén diy phai
tuy thude nhi'fng didu-kién luat-phap va sy nangldung hay khong
nang—dung nhtrng van-klen ay Ty-du : Tai 'sd Vin-khd Vlet-Nam,
téi 44 chihh mat trong thay nhu'ng b1a gitt gidy td xin nghl phep
tf ndm 1932. Ta co the quyat-dmh rang sau mét thc‘ﬁ-han hai ndm,
nhlfng cong-van ay se vo- dung va cd thé dude huy—bo Nhtfng cung
¢b nhiing bifu-ad vé ong mto’c va gidy dién ma ta mudn gitt mai méi
cho dén khi toa nha hut gi thi chita chay dé da:ng hon. Trong tru?dng-
hdp nay ta ¢S thé dung phlm nhd &€ luu trit nhizng do-bigu dd.

Du muon lam gl ta cling pha1 biét nhilng cong—van ta co thuoc
loai g1 méi ngudi chung ta d’ang gitt d¢6 bac nhiéu thuf-loal va so-
litgng nhiing tai-liéu ldu-trit Ay ting thém nhanh chong 1a ngan
nao ? Nhu thé biét cdch- thu?c dung nhlfng tai-liéu ay va vi va.y
chlfng bao 14u co d1p lue tdi mot lan, ta mdi cb thé quyet-dmh phéi
- gitt nhifng tailiéu iy trong bao Iau 8 ngay phong cong-vin cilia ta.
_hay 12 ¢ mdt ndi khac. T01 tin qui-vi s& g€ y dénh mét kha1-n1em'
mcfx nay dang dude cac g1d1 3 M¥ chu-tam lién-quan a€ su g1a1-
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quyet van—de ta1-11eu el — kha1-n1em nhan-lne.-m et pha 1o nhu‘ng
tai-lidu vé sau o the s& cln tdi nhing chita chic d& can tdi lam.
DE t6i xin k€ véi- qui-vi mbt ty-du )

Co lan mot cong-ty cao-su loh mai tm dén gip : cong-ty nay
khong con cho nao d‘e htu-trit ta1-11eu, vi nhitng kho ch@a hang
cung dd.chéat ca. Va.@& glal-quyet tihh-trang nay, cong-ty d‘o dinh

chup nhing tai-ligu Iu-tri vao ph1m nhy viy tén-kém. mbi nim"

gan 30 ngan My-klm Mot phan 16n nthng tai-lidu lufu-tru‘ dd 1a
nhu‘ng cuong ph1eu ludng cua nhin-vién, Céng-ty do co 15.000

nhan-wen va trd lvdng ho mbi fuln. Vi cong—ty @é & trong mot‘

tiét-bang ¢o Tudt-dinh phal gm’ nhing tii-liéu cd cho tdl 11. pdm

‘sau,"vi thay k1en bao ho rang néu ho khéng gnx‘ nhufng cuong ph1eu‘

lu’dng 49 &8 lam bang thi mét nhan-vién cd th€ néi rang mihh
“kKdng dude tra lu’dng trong mot thdl han,. gla—ty nhu‘ muci ndm,
.va cong-ty lai phau trd ngufdl ay 56 tifn lwdng mudi nim &4, Didu
nay dung, nhtfng chung i ¢ didu-tra, va nhu‘ng nhan—v1en lam
“yiée 1au ndm nhat bao cho chung tdi hay rang chuta ¢6 trtfdng-hdp
nio ¢ nhin-vién khéng dude tra ‘ludng, lai khong keu ngay miy
hom sau. Vl viy t01 da thuyetudu dlro'c ban quan—tioc rgng tuy
pha1 gitt sb-sach clla rmrdl mdt ndm tru’d‘c, nhu’ng tru?o‘ng-hdp phal

tra luldng nhan—vzen hrai lan thtic 14 h1em neu khéng pha.l la khong .
Jeo, va vie vay “etr nhan cai h1em ay con re hdn 1a t1ep-tuc gm‘ :

nhu’ng cuong ph1eu ay trong mudi mot nam ) -

Sap-ﬂat van-phon g

Qu1-v1 h1en nay % trong mot thdi ky thleu van—phong va dung-
cu ma so 'nhan-vién thilai et tang nhleu them ma1 Nghlen-cu‘u cach-

thu‘c x8p-ddtban ghe trong vanwphong cdata cd the giip ta xep-dat‘, .

nhu'ng ‘ban gh.e ay mot cach thuan-tlen cho cong-v1ec

Nhu‘ng han ghe trong mét van-phong phai duge xepdat sao E
: ‘_._cl}'a Laoon T, : ' ’
oL L Cong v1ec va glay-ta duide luan-chuyen mau le khong lam'

o cham-tre cong: viée chung. -

Lo

2 Tlet-klem dlen-tlch lam viéc nhung cung @& cho nhan-v1en .

da réng cho ag lam viée nhanh chéng.

"3, Difu-kién 1am viée pha1 thé nao cho hleu-nang cka méi nglﬁh )

" dugc tang-cuc‘!ng va'lam cho khong-khi & phong lam v1ec_-‘

d‘u‘dc de thd

1

*
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Mot do-bleu co the mbt d6i khi cho ta biét ngay cach sap 6at
ban ghé co dude tot dep,hay khong Ta nén vé€ trén do-bidu iy
dudng-di cia cHng-viée chuyen t ban niy qua ban khdc, N&u nhidu
duBng v& mufe, gip nhau, tic 13 ban ghé con co thé xép dit tot dep
hdn. o

Khi xéi) dit ban ghé trong vin-phong, ta nén xem-xét nhilng
yéu-t8 sau day :

1. Cong viét cua mdt ddn-vi phdi luén luén chuyén vé mot

hudng. .
2. Dit nhiing ddn-vi ning ti€p xtc véi nhau & gah nhau.
3. Bit nhing vé’n;phc?ng cdng-ching ning tiép-xuc § gin cla

vao.
4. D4t nhilng viin-phéng chuyén viée mét & nhitng ndi xa duldng
phﬁr. . . '

5. Bﬁ’ng 1am qud nhiéu Vé’n-phong rigng-ré vi nhu viy su kidm-
soat s€ thém kho khan ma con lam cho céng viée kém {réi
chay

6. Ding nhu’ng viin phong dd sdng sia cho nhan-vién 1am cong -
vige g1ay t0,

Khéi—su:f cong-viée to-chifc va phudng-phap trong sd.

MS dﬁ.‘u ban td&ng—trl‘nh nay, tbi da trinh qlil vi r:-;ng toi se nél
nhiéyu vé cach-thl.fc apndung nhiing ky-thuat TC va PP hon 13 chmh
nhiing ky-thudt ay vi nhifng ky-thuat ay ch1 hen-quan dén cée .
chuyen-wen ma théi. Tuy nhién, téi clng blet rang v1 'thign ngan—
Sach va chuyen-v1en nhigu vi khéng dude hufdng st glup ad d’o T01 )
muén nhan manh rang nhing nhan-vién du‘dl quyén qui-vi eo thé -

" lam duge mot phan 16n céng-viéc nay,

Ty -du :

1. Ta khong can phal co tai chuyen—mon cung cd thé vist dl.fdc.
nhing chl-thl dd ro-rang dé tra 19i cde cau héi: ai, cai gl
bao giS, ¢ dau va 1am thé nde ?

2. E)oc nhiing nghl-d'mh 1ién-ddi déh céng viée cla ta mét cach
can-than ta ¢ the lam mét danh—bo nhu’ng trach-nhlern cua
ta Dem danh-bd ay ra so-sanh le nhu’ng trach—nhlem cua
cac phong, ta ¢ the qul-c’{mh tit cd nhing trach—nhlem cua
ta da dude giao- phd hay chua. | ’
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3. Tlf danh-bd do, ta cd thé chuan—bl pho-blen he-thong cda to-
chie nhu duge trihh-biy & trén.

4, Ta co thé qui-dinh nhu’ng muc-phiéu cho méi chlfdng-trmh
pha1 hoan—thanh Hoi ¢&u thi’ khong c’nidc ky lam nhung vé
sau vdi ddi chut thie-hanh, ta ¢d thé qui-dinh dige nhifng”
muc-phiéu ay mét cach ky-lu’o’ng hdn.’

5. Ta co thé xét lai nhitng ban bo cdo nhin dude, thay déi di-chlit
it néu edh, d€ ta cd duge ddy di nhing tin-tdc cAn-thist giiip
ta co th€ ¢é-ldgng sy tién-trien cda mdi chudng-trinkh,

6. Ta ¢4 th€ lam mét cudn s& ghi sé nhing tii-lidu ta cd, €
qui-dinh nén git nhiing tai-liéu 4y trong bao ldu va nhing
gidi-han phap-ly 14 thé nao vé& x¥-dung nhitng tai-lidu 4y.

7. Vi quan-trong hdn hét, ta cd thé khuy#n-khich nhin-vién

" cda ta dé-nghi lén ta nhﬁ"ng biéﬁ-—phép lam cho cong—viec
thém phén klen-hleu Nhufng nhin-vién, nam ciing nhy nd,
thu'dng ngay van lam nhung cong-\nec hang ngay trong so’
du biét nhiing ban-sao ma ho phal danh hay xép vao td cb
dude dung na hay khong Néu ta b1et dung nguon kién-
'thu’c iy vdi nhl?ng cau n01 khéo 1éo, thi ta ed the néng cao

’ hieu-nang 1am viée & s clia ta.

Nhur t6i d8 nédi, s6 chuyen~v1en TC va PP & Vié{-Nam hién nay
rat gidi han, nhu’ng Vién Quoc-gla Hanh-chinh s& d‘ao-tao them
méi nam nhleu chuyén-vién nay va t1nh~trang thleu-thon nay sé
dudc glal-quyet .

Co6 1€ sang nim, ngan- khoﬁn danh cho d’1a-hat nay sé dulde rong-réﬁ
hon. Trong kh1 ~ch6‘ ddz néu qu1-v1 nhm-nhan mét chtfdng—-trmh
nhu‘ ihé 1a can, va xu’-dung sb tidn va nhan—wen hién eo, thi 13
qu1-v1 4% bude qua nhufng bu’o’c duong diu kho~khan nhit, Heh
day, toi lai mudn ké hau quz—v1 caun chuyen co 1€ khong thu?c,
nhung chu‘ng dén du’dc diém nay Nglfdl ta k& rang hot Thé- gzdl
Pai-chién Thi Nhat tam-ttidng (nglua la Tong-thong Wilsen,
Thu-tu’dng Lloyd George va Thu—tu’dng Clemenceau) q_uyet-dmh
pha1 gidi min néi & khap Bac—Haz aé d’ol-pho vai tau ngam Ho bén
cho goi vi Tu-lénh M4t Tran Bac-Hal 1a Thuy—su’ bé-doc Shms tdi
va cho ong nay hay quyet-dmh do Po-dse Slims kéu rang ong
. khong ed @l thuy-lol va t3u ddt min d€ md mijt chlen dich rong
16n nhu vay. Tong-thong Wilson bén héi Pé-dde Slims: « Thé dng
¢d mdt chide tdu &t min va mot qua thiiy-161 chiz ? »
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— L& di nhién 1 cd, éng Do ddc dép.

— Viy thi ta cit hdy &t qud min 4y &i va cff tiép-tuc cho dén
khi nac hoan-thanh xong céng viée dit mih‘néy

Véi cong viée To-chu’c va Phtfdng-phap cung vay, ta hay cu'

bat dau véi nhing yeu to san co, ol ta s€ thay méi cd gang ay
cing vén cho ta co Igi v& ¢ hai phudng-dién hiéu-ning va $iét-

klgm
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V" PHUC-VU NHAN-DAN
‘Gene A. Gregory

Su gizo-1iép vo‘l nhan-din co 1€ la cuc—dlen quan-trong nhAt

_trong nhlem-vu cla nglial cong-chu’c va ¢d 1€ cling 14 vén-dé 16n-tac

nhit ma qui vi pha1 461 phd vdi ttcdch 13 nhu’ng nguoi cong—boc
Nhiéu cude khao-citu khoa-hoc df chu‘ng 17 rgng ngay trong gldl
chuyen—wen ky-thuét nhy gidi ky—su’ sy thanh—cong cda mdt ngudi
la nhd & kidn-thife chuyén-mén cua ngttdl ay chu‘ng 15 phﬁn trim,
con 1a tiy thude nghe—thuat g1ao—te cua nguoi 4y 16i 85 phén tram,
ngh1a 1a tuy—thuoc & nhin-cich va kha-nang lanh-d‘ao cla ng1f31 ay.

I-Iom nay t6i mudn xin thao ludn van tat ‘le qui vi v& van-dé
glan-te va su quan-trong cda vin-dé nay abi vd1 cong viée cai-tri
cla qui vi trong mot chinh-th& dén-chi.

Vao diu bai thuyet—trmh nay, t01 se d’e—cap mot vai nhan—dmh
v& mot va1 &ac-dmm quan-trcmg cla nen dan-chu va ctia ban-chit
con ngufdl Va toi se cd' dung nhifng knﬂ:—nghlem cua neng toi va
cla nhiing ngtf& khac ve dla-hat giao-t& va cong-vu & rit mét vai
lugt-dinh thu’c-te c6 thé€ giup chihg ta kh1 phue-vy nhin-quén,

Nguwdi cong-chife trong mét chinh-thé dan.éhﬁ.

Trude day, cd h01 t6i da lam viée a mot cong—so‘ mdj ngay nhan
dude hdn 500 la thut cua nhng ngLfBl thude moi tang-ldp dan-chung,'
va tit ca nhling thu-tit ay déu dude g31 déh &€ yéu-ciu mot didu g1
Luat cla s iy 13 « phuc-vu > da dude nhan——v1en chI-huy s8 dy
trmh-bay nhu sau trong mét Ide vui diia : « N& &u ¢6 e thy ndo xin
ta c4i nde- dién Quéc-Hoi My thi chung ta cung ph§1 gdi noc dién
ay cho tac-gia bu’c thu dd. Du ngi2di Ay cé mudh gi, ta cling phdi
tra 1di cho nglidl ta mét cach le-d'o v mat-chong », -

Nhan-v1en chl-huy nay la mgt vién-chife dan-e? vél cﬁc_ﬁén—
chl.ic dan-cu phai nhan-dink du’dc tlnh-cach cAn-thiét cia mo®tinh-
thAn phuc-vu va glao-te tot dep, vi' néu khong nhan-dmh duge
didu @4, 14n sau cu’-tn sé khéng bau cho ho tring e nda. Didu-
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d luat clia nguax cé‘ng-chtfc nay d% dude chiing-td 14 dung vi trong
15 14n d4u phiéu suét 30 nim vu.’a qua ong ta da luén ludn dizde cdng-
ching tm—nhlem véi nhu’ng 56 thém ldn.

Chang may, ngu‘dz cong-chire chuyen—nghxep khéng dude co mot
' 'yeuuto nh&e-nhd htfu-hiéu tudng-tu de kiém-soét h:eu-nang ata su’
g1ao-te cta ho. Trong mot xa-hoi dan-chu ngu’al dy phai Iudn laén
o nhic-nhd val tré cta minh. Su’ thuc thi ngddl do 1a mot ngudi
cong-béce, va chi thanh-cong néu nhan-dinh dudc didu do, vi nhan-
dén bao gid' cfing tlm klem duc-tinh nay va chi hai 1ong khi tim
dide nhifng ngudi co ddc-tinh dd.

Viét-Nam hién dang trong thdi ky cach-mang cuon cudn, Nhu‘ng
cai thoi-ndt va tan-tlch caa chmh-the thic-dan ae lai dang bi da-
pha qe nhu?u‘ng ch8 cho mot ¢d-s8 mdi phu-hdp vai che-d’o dén-cha
‘cia thé-ky thd hai mudi. Nhilng 511 thay-dm mau le do cude cach-
mang nay dem lai, hen-quan trude nhét va nhifu nhit dén nhitng-
cd-sd eta chanh-quye.n 12 chd tap-trung ‘ebng-chue.

Ta c6 the nhén tha:,r nhigi bang-chu’ng tlen-'bao mot su thay doi
1én, ma quan-trong nhit 13 cong-vide cla Quoc-hol Lap-hlen d‘ang
du’—thao mot hlen-phap cho Vlet-Nam T4t cd nhu‘ng d1eu tlen-doan
vé ban dli-thao h1en-phap chtfng—to rang cd-s0 mdi cta cong—quyen
Vlet-Nam se la mot cd-sd cong—hoa véi nhiing thé-ch& dan-ci? cin-cut
trén nguyen-tac dan-quyen -

Nhu'ng cuoc cach—mang hién-tai con dem 1a1 sy thay-d[;l xdu-xa
nhung khé thay, vé nhting cd-sé va thu-tuc cla cong-quyen ma
d‘ay t6i mush ndi nhidu nhit dén nhifng cd-s3 hanh-chénh trong
chmh-phu. .

Da sb nhifng bé. va cd-guan cong-quyen hlen-hifu 14 di-san cda
che-do thuge-dia va. cha chénh-th& g:ao-thdl ctia Bao-Dai, Nhilng
quan ~d6e-vieén ding dhu nhling cd—quan ay xua kia la nhu‘ng vién-
chie théi thude-dia, xong tiép 13 nhling ngdal dude Bao-Dai chl-d'mh
va nay Ia nhling nhan-vxen dude Tong-thong Ngo-f)lnh-Dlem bo-
nhiém, Ngoal diém nay, ta van nhén thay mot sy thay—dcn trong g1d1
nhan-w.en cia nhitng bd va cd-quan iy vaddedvavén dang c¢d mot su
thay o1 lién-tuc trong tlr-tu’dng clia chinh-quyéh.

Vi cde nhu-cdu cda cong-quyen cung thay-dm, nén nhiing muc-
phiéu va dong-cd can—ban cda mt chmh—-phu quée-gia dan-chu 1e
dtrdng-nhlen cling khac hén véi cde myc-phiéu va dong-cd clta mot
chinh-quyén thugc-dia. )
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Muc-dlch céin-bdn ctia bat cu’ mot chmh-quyen thuc-dén nao
cling 13 kiém-soat dan thude- dla vi quyen-ldl cia cddng-quoc chiém-
‘d‘ong Mtrc—do theo do ‘mdt chinh-thé thue-dén phuc-vu quyen-ldl
cia dan thuoc-dla rot cuc bao g13 cung do cu’dng—quoc chlem—dong
qu1-d1nh Co dieu chac chan 12 nhidng chinh-thé thu’c-dan it khi o3n-
ci? sy tén-tai cda no trén 1ong dan, ma trai lai chi tu duy—tn d’tfdc bai
nhu’ng khl-cu va ky—thuat kiém-soat va vo-lu‘c Va hch-su’ d3 chu‘ng-
to cho chung ta hay rang nhu’ng chitth-thé 4 ay cé nhidu diém githg
vdl chu-nghla chuyen-che cua mot thoi-dai qua-kth phoi-sé hdn la
gmng vai chu-ngh1a clia mjt qudc-gia dan-chil tan-thdi.

Nhiing cd-sé hanh—chmh duge chuyen—gaao cho chmh—phu Viét-

Nam Ty-do dd duge thlet—lap trude kia ¢& phuc-—vu quyen-Idl cﬁa
mat cddng-quoc thuoc-dla vadi can—cu’ trén nhtfng khal-nlem k.lem-

sodt va vé-luc chit khéng cin-cif trén khax-mem d'lfdc tac-tao dé.

mua chuoc long dan. Mét khi quyen-hfc do nhu’ng kh1-cu cla lu‘c-
lu‘dng ay tao nén 43 bi dap tan vi long dan hét khiép sdg, thi chmh—the
ay cing dé vo theo vi ‘mot chmh-phu khong phuc—vu quyen—ldl
cda dan- chung ch1 cd nhtﬁzg khl-cu Ay ag klem-soat ma thoi.

Mot chlnh—the dan-chu hién dang d’udc thai nghén. Chu-quyen
trude kia b1 mét cu’dng-quoc thuc-dan chiém d‘oat nay da dude trao
lai cho nhan-dan, ¥ mem can-ban cho cong—quyen vita bd tmh cach
vo-lye 4 nhin mot tinh-chat tu-do va tu-ch.

Mot chlnh-the dan-chu thLidng dude d'inh-nghla la mHt chinh-
thé cua dén, bdl dan va vi dan. The nghla 13 nhén-dan 1a chd ; nhin-

dan cim quyen bang cach tuyen-hfa nhlmg vi da1-b1eu thay mat |

cho nhan—dan ¢ nhitng nginh 14p-phap va hanh—phap ctia chinh-
quyen va chmh-quyen ma nhin-dan thanh-lap chi'1a mot phudng-
tién tlch-cuc a& xuc-tlen quyen—ldl cia dan bang nhtfng chu’o‘ng-
trinh x3-hoi phan-phm mot cach -Gohg déu nhu’ng cd-dip: cho cac
ca-nhan va cung—co su‘ tu-do chmh-tn va hau- qua dtidng-nh:en cta
quyén tu-do do, 13 sy on-dlnh kinh-t&: G trung—tam he—thong nay la
nhén-dén ; va nhan-dan la quyen-han tcu-chung i do cde chinh-
pht &4 duge thlet-lap

Chinh kha1~n1em chu- quyen nhin-dan nay bao—gom trong chit-
nghia dan-chy, 13 quan-mem qui-dinh val-tro clia ngu'dl céng-chic
trong mot xd-hoi dan-chu.

Trong bt o7 mot he-thong cdng-quyén nao, ngu’dl edng-chife
la dai-dién cho quyen tdi-cao. Nhung tuy theo quyén ay thude mét
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hay nhiéu nglfdl vai tré cua ngudi cong-chu’c cling thay 46 rat
nhiéu. Nhu‘ng dleu-klen cha sy dai-dien ay trong mot ehe-do quan-
chd rat khéde nhu’ng d1eu-k1en trong mot che 6 thuoc-dla va
nhu‘ng dleu-klen ay £on thay d5i nhleu hdn véi sy thlet-lap nhu’ng

‘cd-sg dan-chu

Trong mét quoc—gla dan-chu, nhlem-vu cbt-chinh cua ngu’dL
d‘u’ng diu nganh hanh-chmh va ela ca nganh nay la khuyen-khlch
mot su tham—g1a téi-da cla nhan-dan vao nhifng chu’dng—trmh cua
chmh-phu va tmng su quy-dmh nhifng muc—phleu caa chmh—quyen
Cong—quyen co-gang phan—phcu hdn 13 tép-trung trachnnhlem cot &€
tranh nhing hé-théng té-chie quan-giai trong d6 co nhifng hang
ngudi duge hudng nhifng dfc-an va nhilng quyén-1di dfe-biét.

Trong khuon-kho va dz,eu-klen nay, nglfdl cong—chuc hanh-dong
nhu mét ké trung—glan glu‘a nhung vién-chife dan-cu’ va nhén-dan.
Nhu’ng ngu’dl cong-chu‘c cé thé dude co1 nhu tai mit cda nganh hanh-
chinh. Quy vi phal Iuon ludn tim high nhi.fng hoai-bao va nhu-cau
luén luén bién d‘cu cda nhan-dan.; ;}1a muon hoan-thanh tét dep
nh]em-vu niy ‘quy-vi ph&l cang thang cac glac-quan Dong thdi,
quy vi cling 1a tay chan ctla chmh—phu vi quy vi la nhu‘ng ngUsi
dem thi-hanh cdc chudng-trinh v chinh-sach cia chinh-pha.

Trong mét chmh—the dan-chu, noi day s phuc-vu cong-chung
Ia dleu quan—trong nhat trdch-nhiém cua nglidl cong-chu’c doi vai
Tong-thong va 6 vch nhin-dan b01 phan 16n lao hdn trach-nhiém
cla ngu'dl cong—chu’c trong mot chinh-thé ddc-tai. Vi ngusi cong—
chile chuyen-nghlep nang tlep-xuc véi cong—chung hdn la nhifng
nha chlrhuy cao-cap trong chmh~phu, v1 stf thanh«cong vé phlidng—
dién chmh-trl cua nhling nha. chz-huy ay va sy t1n-—nh1em cla cong-
chung cAn-thiét @& thi-hanh mét each hleu-qua nhifng. chtro’ng-trmh
cua chmh-phu, tru‘c-thuoc mét phan' ldn é mgt sy phuc-vu tot dep
va ¢ S duyetn mot tmh-trang glao-te khén khéo eda cae edng-chiic
chuyén-nghiép, nen vai tré cda ngudi cong—chu?c chuyén-nghiép
trong céng-quyén rht duge dé-cao.

Nhung mét d‘ac—tmh khac cua he—tho’ng cong—chﬁ’c trong cdce
ché&-d6 dan-chu la ngu‘al cong-chite cd nhleu quyén va bao-d'am hdn
13 dudi nhing chinh- the dge-tai. Néu nglidl cong-chite con lam tron
nh1em-vu phuc-vu quan-chung mét cach trung—-thanh va neu ngu'dl
ay con to ra xtng dang vdi sy tm-nhlem clia nhan-dén Va cla nhu’ng
ngu‘dl du‘dc nhin-dén Ida chon d€ dai-dién cho ho, thi qui-ché clia

e
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ngudi cong-chu’c Ay trong cong-quyen cung sé dude cac chinh-thé
dén-chi bao-dam. Sy bao- d’am nay rdt 1a he-trong vi, nhu Téng-
thong Ngo—Bmh—Dlem da nhan-rnanh trong bu01 khai-truong loat
bai, thuyet-trmh nay, ngudl cong-chu’c van chi'la ngwaz va nhu vay
ho pha1 du'clc hu’dng tAt cd nhu‘ng quyen—han va c¢bng-ly danh cho
con ngu’dl ty-do, k& cd su bao dam chong that-nghxep

Téi mudn cung quy—v1 khai-thdc “ba cuc-dién cfin-ban cla su
phuc-vu nhén-dan : thé-chit, phudng-phap va cich thife eut-x. Thé-

_ chét nghia 1a chinh-sdch ; phu’dng—phap nghla 13 hiéu-ning hay

tmh trang thidu hleu—nang, v cach-thife cm-xlf ngh1a la thai-d
ela ngu‘dl cong-chu’c d‘ang khi phuc—vu Tat ca ba yeu—to nay phal
dude tinh sao via dd véi nhiing nhu- cau cdn-bin cda nhan-dan de
1am -thda-man nhu’ng sy mong-dd1 cla ho ndi chmh-phu va &€ két
dude sy tm-nhlem va hdp-tac cla nhan-dan.

Trong may cuc-dién nay,,tm € mhén ma.nh nhiéu nhit dén
cuc-dién thit ba, ngh1a la dén cdch-thite cu-xd, vi trong nhiing bai
tl.fdng-trmh trude cac d1en-g1a @4 noi nhidu dén yé&u-t6 hiéu-ning.
Hdn nia vi cue :dién nay lién-hé &én nhin-sinh trong hanh—chanh
mot cuc-dién tuy d?u’dng-nhmn nhu’ng lai a& quén nhAt. Pisu nay
lai cang &dng hdn trong thdl-ky cach—mang, khl eye-dién luén luon
bién d6i mau le va ngdch ta chi’ quan-tim dén hleu-nang thay vi
nhu‘ng quan-hé nhan-sinh,

Di nhién, tit ca chung ta déu du’ hiéu rang hleu-nan g va quan- .
hé nhéan- smh 11en~quan vdi nhau rAt chit ché T01 ch1 muéh nhin-
manh su’-the do va trmh-bay mét vai dic- diém cla sy lién-quan
& trong sy phuec-vu quan—chung

Chinh-sich cda chinh-phu phﬁi nhé'n'; phue-va nén an-sinh’ chung
ctia nhin-dan.’

Tuy trong mot chmhuthe dén-chy, cd-quan lap- phap cd nhlem-
vu tm—chung dat a& chmh—sach nhung nhing cong—chu’c chuyen-
ngh1ep cao-cap cung tham-dy vao cong viée dat de chmh—sach v1
chu’c—vu cua ho, vi céng viée thao cac du’-an va xuat-dlen trude che
uy-ban cua Quoc-hm Lap-phap Hon nifa, mdt khi chinh-sach d&
du’dc tri-thdo xong, thi cong-viée thi-hianh chmh-sacn hoan-toan
trong tay nha cai-tri.

» Trong khl tru-thao chmh—sach cing nhu trong khi thi-hanh
chmh-sach ay, yeu-to hudng-dan ngli31 cong-boc pha1 1a sy an-sinh
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chung-ciia nhan-dan Trong mot che—do dan-chu, khong thé ¢é s tu-

vi ; ma cung khong th&ed dude st du-thdo nhifng chu’dng-tnnh khéng
phu—hdp voi yeu—to an- -sinh chung.

Tcn thu‘dng dudc nhidu ngu’al ke cho nhu’ng th1~du vé sy thlen—

vi du’dl "thdi thu’c-dan, ma t6i chie rang qiy-vi déu biét ty-du nay
ngtidl ta thu‘ang noi rang chmh—quyen thdi dé d& lam nhleu duidng

.10 rat tot nhung mbi con d‘u‘dng ay lai du!a tGi mét s cao-su hay -
magt ap—tral nao khac cua thuec-dan. Nglidl ta cling da ké. -mot cau
chuyen tudng-tu ve thanh pho Mace-Tu-Khoa, ndi day con du’dng

t5t trang-nhya déc-nhét 13 con du’dng chay tli dién Cam—Lmh d’en '
‘vung ngoai-6 Ritzy la noi cdc « ddng-chi » uy~v1en ‘cao- cap nhat '
co nha vi-la. Va nglidl ta cling noi rﬁng con c‘iu'dng d‘o luén luén bi {,
cAm d¢. g1anh riéng cho xe cd c¢hd cac can-bd cao-cap Nga S6 i lai, -
tu’ nha d&n s6 hay tit s8 v& nhi ho, : v

Trong hai tmidng~ho’p 161 vu’a ke tuy cong—chung cung duge
phuc-vu mot phan nao, nhu'ng ke-hoach dap d’ddng ay da khong
durge duf—thao a¢ xuc—tlen nen an-sinh chung Néu ap-dung yeu—to N
an-sinh chung lam t1eu-chuan thi nhiu con dd&ng khac tot—dep
hdn chac—chan dd dude lam.. ‘

) ’ Mot trlidng-hdp khac d& dan—chufng d1em na\yr 13 vi md dau ¢
-Teapot Dome da xay ra tai Hoa-Ky sau nam 1920 it 14u trong nhiém-
ky cla Tong-thong Warren G. Harding, Vy nidy 44 1am cho- cong- .
ching va bdo-chi’d nude.ching toi phén—no trong bao nhleu nam

:T.)ay t6i xin k& sd-luide cau-chuyen do : 6ng Albett- Fall Tong— |
trlio'ng Néi-vu trong néi-cac Hardin; g, dudc glao-photrach-nhlem cho
thué la1 mot 56 gleng dau du-tri® ¢ Elk Hill- va. Teapot Domie _
—_ nhu?ng gleng déu du’-tru‘ nay d‘a d‘lrdc d€ danh @€ ¢ho. Hal—quan
xd—dung v& sau nay: , .

. Bang 1 phal kéu d4u thiu cong-khal, ‘thi Fall dtfa ngay hcfp—
'c’fong 4y cho ban y 13 Edward L. Doheny, aé du‘dc Doheny cho
«mudn » moét 56 tiéh 13 mét trim ngan my—kml Xong do,, ap-dung.. :
.mot phu’dng-phap doc-tal, Fall ra Ienh ¢ho thuy-quan My d vung |
dd xua du01 nhifng ngudi cb g:eng diu. ngay gan che gigng. din’
Jdu-trd & Elk Hill.

Nhu’ng ngu’dl ndy bi dubi trude hong sung va 111’31 le, d'a c‘Ie do‘n .
kién chlnh-phu fai tod-an cha—phu’dng Vu hol-lo 100.000 my-klm-
Teapat Dome vi thé cTLfdc dem ra anh sang Trude vu nay, chlia bao .
gld xay ra mot didu gi’ nhyu vay. trong dla-hat -cong: Vi the cong—
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chung” y—thlic du‘dc T0 rét rang quyen—ldl ctia ho bi xuc-pham va
su phan-doa &3 phét khdi AT a6i déh ndi nh:em—ky clia Harding bi
cham-ditt tru’dc ky han, dang Cong-Hoa suyt b1 tan vd vd Albert
B. Fall phai két 4n i sau nhiftng phién x@ s6i-néi.

Trong mét ché-ds dan-cht, khi ngudi cong»chu’c dude g1ao—pho
trong-trach xudc-tién an-sinh chung, mi lai vi-pham sy tin-nhiém

- af A VN, oal A . ~ + s a A
Ay, thi ngudi 4y s€ bi céng-ching, ma ho phan-bdi, 1én dn mét cach

chﬁlh—d'éng va dc-nghiét, Cdc tod-an s€ cd nhiém-vu qui-dinh t8i-
trang cla ho.
Luat doi 1a bmh-dang va dong-quyen g1u'a moi ngli?)‘l Cong--

' 1y, vé phudng-dién xa-héi, kinh-t& cung nhy chinh-tri, cam—c.he s¢

thién-vi hay didc-&n cho nhilng quyen—ldl hodc glal-cap dac-biét
nao. A1 vl-pham luat-didu luin-ly nay, s& bi nhin-ddn ghét bo vi
nguyéh rua

Khong gi thay-thé dude hitu-ning.

Trong st phuc-viy nhin-dan, khéng gi thay thé du'tjc hiéu-nang.
Gia-tri pliuc-vu cﬁa mét ccmg-sé‘ :‘ilidng-nhmn tlidng—xtmg véi hidu-
ndng clla cde ngddl cong-chile va cia t8-chuc no’L day nhing nglidl
kia "lam viéc. Nhung khéng phai hleu-nang chi llen-he mat-thlet
dén su thi-hinh nhdng chitdng-trinh cda chmh-phu va sy phuc-vu
nh.an—dan, ma con c6 mdt- anh-hliéng tam-ly rit lon-lao dm vai
qua.n~chung

Chang han nhu sy cham tré glay tg vé luat-le thudng-mai, lam
cho nén thlrd‘ng—max phal dihh-tré va g:an—tlep anh-hu‘éng 1:a1 hai
cho kinh-té Nhu‘ng dong-thdl, su cham-tre nay lam cho mot s6'1on
dan—chung phan-nd v1 quyen—ldl cua ho bi va cham, no cung se
pha-hoal hay l1am gidm t1n nhiém cla ho ndi ch1nh-phu va clung
vi vy ma 1am cho mot s8 ngudi -khic mAt tin-nhiém ay

biéu nay cung dang trong s¥ nhin va gu’l nhleu cong—van khac.
Nhing luc pha1 cho’ dgi vo-ly, nhu’nlﬁ yéu-kién qua nhiél, va nhing
su' di lai 681 cdc sO ehng chi lam mat long cong—chung ddy 13 chufa
néi &&h nhufng th81-glan méi ngu'al vi phal chd ddi; nén khéng lam
duide d1eu gl co 1ch cho xa—hm Néu ta cong nhufng tho’luglan phl-
pham clia hét thay moi nglfd1 thl ta se thay rang so-ltfdng thdi-gic
da bi phJ—pham khong phal I it.

Pén &ay 161 muon nhic téi tam bang thufdng ta vin thay treo
& cée cong-sg, noi rang « Xin, van-tat thdi-gid 13 tiéh-bac ». Bang
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nay la ae ginp dd cong—chung, nhung d6i-khi cung 13 ¢€ nh¥c nhd
ngay nhu’ng cong-chite la.rn viéc tai so do : Thdzugm‘ cung la tlen-bac
dm vii nhling ngudi vi ¢ viée phal dén cac céng s& va phdi mat
qua nhiéu. thdi-gid. Su phue-vu néu dude nhanh chong s& lam cho
edng-ching hai 16ng.

*

Mét vai luﬁt—diéu cin-ban giup ta thén]i—c&ng trong su phi.lc-vu

Thia khéa mé dlfdng cho ta thanh-cong trong sy phuc-vu nhén-
dén trong mét ché-do dan—chu 12 s¢ nhin-dinh rang quan-trong
ho‘n hét 14 nhan-dan ; va chi nhan-dan mdl I3 dang k& Nhén-din
th1 nhén-dinh dude dleu'nay mot cich d& dang, hay cIung hdn thi
In01 ca-nhén cung nhan thay rang minh cung 12 mot yéu-t& li’ang
ke va trong bat cu’ digu gi lzen-quan t6i ¥ thi ¥ s& tu cho minh 13
dang k& hdn t4t ca m01 ngu’él khac. Hdn nu’a bao glfi‘ mét ¢a-nhin
cing mudn dude ngu’dl khac coi 1lam trong.

Co mot dién-luat hét suc quan—trong vé cach-thlfl’c cu-x¥ ctia
mot ngu'dl cong—chu'c hay bt ky mot ai mudn thanh-cong trong
viéc cong hay tu, cung phai theo. Néu ta theo diéu-luét do, thi ta

s€ thanh-cong duy-tn dlfdc nhiing sy hen-lac cong va tu tot dep.

Nhung ngay luc khéng ap-dung luat ay nu’a, 13 ta bat ddu ty tao
cho ta nhu'ng su phiéh-toai khong bao gid cham-du’t dang

Dicu-luit ay 13 : thanh-thyc trong-da1 ngu?dl minh gip. Glao-.
su’ John Dewey, mot trong nhu’ng nha trlet-gla My 101ﬂlac nhat d&
noi rang y mudn duge ngu‘m khac c01 mink 1a quan—trong 1a
.nhu- cfu #n xau nhat trong tam- linh cda con ngu'ch va glao-su'
William J ones da v1et « Nguyen -tdc &n xdu nhit trong nhén-ban
13 ¥ mudh dude ngudi khac quan-tam dén minh », Chihh nhu-cdu
nay 13m cho con ngudi khac glong vat va khién cho loai ngu’dl tién-
b dén nhy ngay hay.

Cdc nha triét-hoc di suy-nghi hang may chuc the-ky ve cai
d’leu-'luat cua quan-hé nhén-sinh : nhing ‘qua nhiing suy«nghl do,
. ta chi thay co mét cham—ngon tuy khéng mét nhu’ng rat mifc quan—
trong. Chung ta ai cing bist cham-ngon nay, vi no df vudt qua
moi blen-gldl gifoe-gia. Cach day 2.000 nam, Zoroastre da day cham-
ngon éy cho nhu'ng nglidl ton-siing Hoa—dao ta1 Ba-Tu. Cach diy
2400 n&m, Khong—Tu‘ truyen ba cham-ngdn 4 ay § Trung-Hoa, va Lao-
T &% giang chim-ngdn 4y cho cdc mon-d8 cla ngii ¢ mét ndi trong

thung-ldng séng Han. 500 n¥m tri'de chiia Gié-Su, Phat-T8 da truyén- -

gidng cham-ngdn Ay & hai bén bd séng Gange. Vi cudn sdch thiéng

'-‘\—‘\‘ -
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ctta An-Bo-Glao 44 ghi ciu ay mot ngan ndm trude Phat-To Chua
Gié-Su d thanh Nazareth, trong kh1 truyen-glao 3 nhiing vung dbi
da tai xUit Judée, cach day 19 the—ky, da tém tat cham-ngon ay thanh
mot dieu—luat co 18 13 didu-lust quan—trong nhat trén thé-gidi:
« Hay cu xu' voi ngu’t\)’l khéc nhy thé ta muéh ho cit-xU véi ta ».

Ta muén nhtfng ngu'dl tidp-xde vdl ta phal thoa—thuan vii ta,
nh.m-nhan chén gla-tn clia ta. Ta mudn ngu’dl ta ¢d cam—glac 13 ta
cung la mot nhan-vat quan—trong trén the-gldl nay (day‘ ¢d 1€ 12
mot trong nhring Iy-do vi sao. cong—chtfc khap the-gldl luén luon
Wa-thich 1&nghi). Ta khong mudn nghe nhffng 1gi phmh-nmh re
tién, nhung ta lai bang long nhu'ng 10i phe—bmh thanh-thit. Ta muén
ban ta hay nhdng nguoi hen—ket vdl ta thuc long khi tan—thanh
ta v réng-rai khi ca-tung ta. T4t ca moi nglfd1 ching ta déu mudn
didu dd. ‘

Ta nén nho’ d’leu nay khi cé ngu'él co viée pha1 &én sd ta 1am.
Ta hay o’ thu’ tddng—tudng ta ctu'ng d c‘ha-v1 ngu’dl dd..Ta du biét
camntddng clia ngu?dl kia nht thé nio vi cing co 14n ta phii lam nhu'
ho. -

Déc-dié’m clia mét ngudi céng-chife gidi 1a kha-ning cia ngudi
aj‘y co the’ tu dohg—hoa vei nh{fng ngudi ngheo-hén‘ nhit trong xa-
h01 Cach &4y it 1au, téi dude gap mét cdn-bd phat-trién canh-nong
cap tmh tai mgt lang khong mdy cach Saigon. Can-bd niy ¢ k.ha-
nang Ay t&i mét mie-dd gan nhi 3 chd ly-tliéng Anh ta quen thén tit
ca moi ngufdl trong lang Nhu’ng céu chao hcu than—mat va nong—hau
ma anh ta ndi khi téi gan m01 nha cho ta cc cam-glac anh 13 ngudi
lang gighg hay 13 mét ngu?d: ban lau doi cua ngudi d'Lfgic chao. Va
t01 khong 14y 1am la khi anh ta eling dude aoi dap néhg-hiu lai.
Doi vd1 dan—mung vung nay, anh ta khong pha1 13 mdt nhan-
vién clia chmh-quven ma ¢h1° 13 eong-béc cda ho mé thoi. Anh ta
khéng pha1 13 ngu'al ngodi doi vdi ho. Anh ta bidt ring mudh phuc-
vu quyen—ldl ctia ddn-ching vung iy, mudh phuc-vu chlnh-phu va
quyén-1di cda chinh anh, anh phal dude nhan—danrvung do tin-nhiém.
Anh dude tln-nh1em, va do dé chinh-quyén dia—phddng, bo canh-
néng va toan-thé chmh—phu cing ciufdc nhéan-dan vung (‘1’0 t1n—nh1em
Bb canh-néng sé thi-hanh dudc ke—hoach mot cdch d& dang hdn,
'truyen-nhép nhitng khal-»mem moi v& ky—thuat tréhg-trot tai lang
ay mét cach mau le hon v1 vién can-bo ay da thu'c-su tlf—dong-hoa
duge V'dl dan—chung lang ay’ Anh biét ring muén thanh-céng, anh
phdi gitip ho chi? khéng thé sai-bdo duge ho
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Mt khdc mot ngu-.}h cong-chtic dudc sc;ng suo't doi & ving qué,,
va dd tu tay cay cay ruong-dat co thé tuyen—bo mét cach ngay-tha
rang ong ta blet hét vé' nhu'ng didu-kidn clla néng-din — mdt sy
tu-phy nguy—hlem nhi bat of mot su ty-phu nio khéc, Nhung thuc
ra, ngudi cong-chu’c niy c¢é khi khong tién~-doan dude, khong hiéu
dudde trong de ngu’dz noéng-dén va nhu’ng d‘ong-co’ thuc-day ho. Su
xu‘-dung quyen-hanh dd khién ngu’dl cong-chu’c qua nhling kmh-
nghlem mdi va ¢d nhiing tha1—do m&i cé the phan-cach ngdal ay
v4i nhén-dan trong lang Ngusi cong-chu’c cd mdt qu1-che mdi, mot
su tm-nhlem mdl tuy co 401 khi rat mong manh nhu’ biXe sdn bén
ngoal do su‘ xuat—hlen tai ede budi 18 dem lai, nhu‘ng d'leu-klen sinh-~

‘song mdi va nhu‘ng cach-thtte 3n mac moi. Nhu‘ng budi t1ep-tan,
nhu’ng btia tiee chinh-thutc hay han chmh—-thu’c, cdng viée glay i
' va cde budt hoi hop hinh nhw CLf din dén cb-ddn-hda ngu’al cong-
chulc. Va ngudi cong-chlfc nay tré nén khé tinh.

Ong Tmh-tru’dng an bén quan a0 may bang vai sdt-km i mot
chlec xe hdi cd ta1-xe 14i va song mot cude ddl t:Idng-d’m sang trong,
& gan nhan-dan téi mu’c-d'o nao ? Ong hiéu v b1et nhdng van-dé
cua ngu’dl nong-dan tdl muc- -dd nao ? Toi tm-chac rang ta khnmr
cdh phai &n mie quan 4o ba ba den, di guoc moe vi déi non 14 dE
cho dén chung hiél mihh khong phal la ngu'dl ngoal @oi véi ho.
Nhung mhidu khi ngudi ta ein-cit § be ngoal ae d‘anh gid mdt ngudi.
Thaz-d’o dan-'udz-dan (than-dén) se bi that-lo‘l neu ta ludn ludn
mudn pho -dién vo-lue, quyéh-han va quan—trong-—tmh Neu ta hanh-
dong phu thé ta 13 mét nglial dan, thl din chung de nghe ta hon.
V1 trong khi ddng val ngl.fa'l cbng-chic; nhé dude Iang minh cumg
'vcm con & 'm.ot phan cia cong chung 12 mot diéu rat khd. Chmh
vi chu’c—vu cua ta va nhling ket—qua ta thiu-hoach dude trong khi
giit chu'c-vu ay ma ta dude klnh né. Ta cung van la. mgt phan trong
nhén-ddn ma ta phuc-vu. Rét cude quyen—lch cia nhin-din vin
14 quyén-lgi cia ta.

Giao-t¢ t5t dep 1 quan-h¢ nhan-sinh tot dep.

Ngwoi cong-chu’c pha1 luon Iubn co-gang iy xucatlen va duy-tri
nhiing sy tlep-xuc vi tAt cd cac tang-ldp va glal—cap trong nhén-
dan. Ta hay gip cang\n}neu ngu‘d1 cang hay Khi t1ep-xuc vd1 cOng-
ching ta hiy nghi ring ca-nhin mdi ngﬁdl khong co gibng nhau
va nhin-dan 13 nhiéh ca~nhan anh Hai, bac' C3, di Ut hdp-thanh.

L]
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M5i khi ngh1 to’L ai, ta hay nghi téi ng1:td1 do qua hai glal-doan
mot 14 ta c6 the hoc dude thém didu gi & ngudi dd, va hai 1a ta co
the lam dude gi giup ngu.'al do. .

Ta hdy thanh-thue quan—tam tci ng1idl do. Ralph Waldo Emerson
mjt nha dai van-hao kiém tnet-gla MF &8 ndi : « Bat o mot ngu’dl
nao tm gap ciing co mot ve gi ho‘n tm Va téi tim hoe digu do ¢
ngu‘dl Ay ». Mot ng‘u’dl nha qué chic chén bigt hon ta vé tinh-hihh
va cde nhu-ciu cia lang anh ta ; mot nha kinh-doanh hay mét ngudi
thg tleu cong-nghé cling chic ch#n biét hon ta vé &1a-hat kinh- doanh
hay tisu- cong—nghe ma chinh ra thi nhufng ngu.’dl nay cung higu
nhleu vé dla-hat cla ho, hay ding ra ciing c6 cam-tlidng blet nhiéu

vé dia-hat eila ho.

Tu tufdng cia mdi ca-nhin vé cac che\u-klen hen-guan dén v,
dé&n gia-dinh, dén lang-xa hay d’en cong V1ec cua Y, T4t déi quan-
trong cho ngl.fdl cong-chl.fc, vi néu muon cd hiéu-nang thi ngu’dl
cong—chu’c pha1 higu thiu nhu'ng ttr-tu?dng, ddng-cd, hodi-bao va
nhu-cér cia nhan-dan. Néu muéh hiél nhin-dén, tride hét ta phéi
hiéu ting cd-nhin mot. '

Nhung lai ¢6 mat ly-do- khde khiéh ta nén thanh-thwe quan-
tam t0i nguc}i khac, Quan-tam ti ngu’&i dan, tde 13 ta aﬁ phan-sinh-
hoa b may cong quyén. Con nglrdl ludn ludn muon noi chuyen ve
nhifng van-g& cua ho. Chf mdt thai-d5 chim chi lang nghe ¢6 thé
lam cho mét ngudi cau cé khl gip ta, dén khi &i cd mét bd mit tuwdi
Jvui va thoa-man, tm-tu'é.ng rang ta hay la chmh-phu ma ta dai-dién
13 tot hojc gid it ra « cung khong d&n n8i nio».

B1-quyet ctia mot cuoc n01 chuyén co ket-qua la gf 7C618 ch;,ng
co g1 dang goi la blaquyet ca. Mot sy quan-tam chuyen cha téi ng1:rd1
&&h thim ta 1a didu cah-thidt,

Nhy thé pha1 chang that qua la gxan-dl T Ta khong cdh pha1
ab d‘en cap—bang cu’—nhan lugt mdi ¢d thé tim k1em ra diéu dé. Thé
ma cic vién-chife cao- cap trong chmh—phu chi nghl dén xay nhiing
toa nha lon d‘ep va 34t tiéh &€ aat cong-sd cung-cap nhu‘ng tién-nghi
toi-tan nhét, dy-thdo nhting chu’dng-trlnh ty-my de giup-dd cong-
chung, xuét nhifng mén tiéh khong 18 € thi-hanh nhiing chudng-
trinh dd, nhifng ho vin khéng lam gf cho-nhén-vién biét hghe-thuat
nghe — ma trai laj ¢ ludn luén cit quang va ca1 lai nhing ng- f’
tdi héi thim céng viéc va lam cho ho tife bite, gAn nhu 1a dé .udi
ho di.
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Téi lai xin ké mét ty-du' mét nha kinh-doanh Nifu-Ude. Su
thé kmh-ngh1em nay lién-quan (ien su thlet—]ap mot cong—nghlep,
khéng phai'la d’leu quan—trong, vi sy thé nay cung da co the xay
ra tai mot cong-sd Nhitng nguyen-téc chung ¢é ‘th& dude ap dung
* trong ca hai dia-hat,

Mot nha kinh-doanh mét hém' di mua mét bd quin 2o tal mét

cu’a hang 1611 tal tmng—tam thanhapho Nm:t-Udc .bdde may hom -

mau chlec do, ay pha1 ra lam cé cfn-do sd-mi cla brig bi 1em Trd
lai hiéu, &y, tay cAm bg d6 mdi mua, éng. di tim ngudi ban d€ trach.
Ong vira bat dau ndi thi nglfd1 ban hang kla da cu‘dp 1di éng va
. nhén manh ra.ng tu trude dén _nay, cla hang ayﬂa ban di hang tram
. bo- dé nhu vay ma khong xay ra chuyén gl Nhting giong noi cta

anh ta 1am nhu gat Pung hic ay th{ mét ngudl ban hang thi hat

'd‘en xen vao ciu chuyen va nhin manh Tang nhiing b &6 mua véi -

gia 4y bao gid ciing hdi théi ra mét chut..

oL Den do th1 ngvich khach. hang hoén-toan phan-no ng'u‘dl ban
ha.ng thd nhit d3'td ra khong tin long thang—than cla ong, th1 ngl.fdr.
thit ha:n lai bdo éng d& mua mét bd d6 ré tién. Ong sap mudn ném

bo dé ay vao mat hai ten ban hang kia’ thi ngtfdl chui-sy gian ha.ng '

ay £, Ong\ nay 1a ngudi bigt Tang su chidu khach giip cho ta dé

phat—dat nén dd khéo chiéu dng khach kia va lam cho dng nay hoan- -

toan thda-maL.

Trlidc hét, bng nghe 161 trinh-bay cua khach-hang t dau den
cum Réi a&h kh1 hai ngddl bén hing k& le va trmh-bay quan-d"lem
cuia ho xong thi ong chu-sd nghe theo nglfdl khach hang Rot cling,
ong nh1n~nhan khong hiéu vi ly-do nio, do ay dd théi mau nhu!ng
héi 6ng khach hing mét cich rét le-do ong khach mudn sao thi s&
Xin chiéu theo.

Chi may phut tru‘o’c, ong khdch con mubh &01 nha hang do tra
1a1 tiéh. Bay gid thi ong chi hdi lai xem nén lam gx Sy phai miu
ay ) keo dai hay k.hong ? Phai lam gi' &€ cho 4o &y dF phal mau ?
Ong chu—sd gian hang ay bén de-nghl ong khich nén thit mic tiép
b6 &6 & ay thém moét tudn-1& nita va néu nod con phai nifa th1 éng khach
s€ dude d&n bt mét b d8 mdi. Ong chu-sd glan hang ay lai xin 131
éng khach da lam _éng khach pha1 mAit thi gzo’ t01 lui ca ]'.'llell Va
ong khach trd ve nha voi by d6 Ay nhu’ng trong 16ng hoan-hi. Mot
) tuan sad, mau ao khéng con phai ra ¢8 sd-mi nifa va tiy &4 Ong ta
vin tm—nhlem clia hing ay

e e
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Ta khong lay gl lam la néu ngu’dl chu—suf ndi tren lai chmh 13
nguf81 chii-nhan eifa hang 4y. Con hai ké bin’ hing kia th1 suot &oi
s€ chi 13 nhufng nhin-vién thia-hanh ma thm

Tru?dng-hdp trén tiay cd thé dude ap- dung d nhidu ndi: Mot
ngu?dl 6 ly-do de khiéu- -nai nhiéu, ciing sé ¢é mbt thai-d5 én-hoa
néu gdp mot ngu‘dl biét chdm-chu nghe -— nghla 1a yén-ling trong
khi ngufal dm—dlen than thd nhy mdt con rén dée da phun noc ddc . *
thi khéng con nguy—hlem nia.

Mbt &b khi, ngudi. déh thim sd ta chi muéh gap mot ngu'ch biet
nghe ho mdt -cach chamuchu va thian-mat &€ ho tw g1a1—quyet lay
van-dé dang lam ho thic-méec.

Trong nhilng gic phut den-t6i nhét Kdi trén n01-ch1en My,
Tong-thong meo]n &4 co 14n viét thu cho mét dng ban gia &
Sprmgfield tleu—bang Illinois, mdi ong nay td1 I—Ioa-Thmh-I)on
Lincoln n01 rang cé nhiéu vin-d& muén ban vai ong ta. Ong ban lang
gleng g1a kia chidc mdl vao toa Bach-Cung &¢& nghe Tong—thong nm

™ 1ién trong may gld dong hé vé sy cong—bo mot tuyen—-ngon g1alu
phong din da den né-18: Noi thao thao mét minh trong miy gid, dén
khi ndi xong Tong-théng bén bt tay Ong ban gia, chao ong ta va
cho dua 6ng ta vé, khéng hé hdi éng ta mdt chiu nao v& j}-kie'n cta .
ong ta ve van-dé doé. Tong-thong Lincoln 43 mét ‘minh ndi chuyén
trong miy git, nhung lam nhu viy hinh nhtt cde ¥-nghi trong dau
ngal dudc mach-lac them Ong lang-gigéng gia kia tuyen—bo rang
Teng—thong iréng co vé bang 1ong hdn 13 khi chifa noi.

Tong—thong Lincoln cé cin dude cé-vin dau, ngal chi’ can cd
ngu’dl chim-chi nghe ngai noi. Khong nhu'ng thoi nay 13 cda cac
bdcvi-nhin mi chinh nhing nguf01 thufdng cling hay cé. Nguyét-san
Readgf s Dngest ddcd dang su-that &y trong mdt ciu nhitsau : « Nhidu
ngu‘dl dén tham bac -s1 chi &€ gidi-biy tim-s¥ ma thdi ». Chung ta
cung b thé noi rang nhiéu ngudi dén mot cong-s& chinh-phti cling
chi vi ly—do do.

. Nhung ta co thé cai lai rgng ta qua bén. Ta khéng 6 thdi gid’
nghe chuyén tam-sy cita ngudi khac. Vang, ban, didu dé ding nhung
muc-phiéu clia ta 1a phyc-vy nhin-dan. Ma nhiéu khi ta ¢d thé phuc-
vu mdt cach tot-dep hon bing nhilng thai-d6 hich biét &y.

Hay it ra & cing 1a &1eu Tong thong Phi-Luét-Tan Magsaysay
nghi. Tong—thong Phi’ van duy-tri mot van-phong ma ngai g01 1a
van-pl‘llong khiéu-nai chi &’ nghe nhiing su khidu-nai ctia dan-ching.
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MAi tru:c?ng-hcip khleu-na1 duwde mot nhan-vién didu-tra ky-hfo’ng
Neu sut khidu-nai & ay chmh-dang thi nha d‘ddn.g—cuc s€ cho ngay 1énh
stta-doi tmh-trang dd. Néu khong th1 ngu’dl cong-dén di khiéu-
nai cling biét mihh duge nghe va doi-aai tu‘-te nhu vy cung d‘u?dc
khuay khda thém phéh nao. Ta 48 (‘Iudc bigt cé'14h chinh Tong—
thong Magsaysay da dap phl~(:0 toi mat vung héo-lanh xa-xbi
d¢ chifa mot sy bat—cong clia chmh-phu d51 vbi mat cong-din va
glup ngu’dl nay glal—quyet vin-d¢ cda rleng y. Su Gng-ho- nhlet-
het cua nhan-—dan thon—lang cho Tong~thong Magsaysay da chling-
6 gia-tri cla quan-niém ctia ngal vé quan-he nhan-sinh,

Mot trong nhing luft gxan-dl nhat glup ta thanh-cong trong
dia-hat quan«he nhén-sinh 13 « tlfdl-cu’dl » I—Ianh-dong bao gld eling
hleu-qua hdn 14 van-tu, va mét nu cudi hén-nhién co nghla la « 761
rat sung-su‘dng d‘u’dc gap ong ». Nhu‘ng mét nu cuidi gia déi khong
ltia d‘Udc ai. Ny eudi khlch—le duge cag quan—he nhén-sinh, phai 14
nu cudi thanh-that thu'c~tha va than—}m‘u Mot ong chu-su phong
nhan-vién cda mot eda hang 16n ¢ Nifu-Ude @i cb 18n néi rang tha
ong thue mét thidu-ni? chuta hqc xong 13p. thlfdng-mal Ina c6 mbt
ny cu’dl tud1 vui dé& ch1eu d4i khich hang, con hdn 13 mudn mét ba
thac—sx trlet-hoc nhung cé mét bd mit nha dam. V1 sao ? Vi nhiém-vu
chmh cla nhan-vién ban hang 14 chidu d‘al khach hang va mot ny
cudi thanh-that hén-nhién la dAu-hién cda mét ngudi biét thuat
chidu-43i. .

Ny cudi eling ¢é mét anh-hu‘dng 15t &ep vd1 chinh ngufdl no nu
.cudi &d. Né lam cho ta muon -gitp ad ngu’dl khic. Mot ngu‘dl co mot
nu cu?al vui vé sé d€ «bang long » giup 46 ngudi khic hdn la mot
ngudl mdm méo léch xudng.

Thmh thoang chung ta van thu'dng gip nhu‘ng ngu‘d1 hmh nhu’
khong thé bang long mudn glup dd ai vé mot viée gi du rang v1ec Ay
khong o gi 13 kho khin ca. Hinh nht cé mét loai con.g-chlic chi 1ia
tra 16‘1 & Khong» Vi mot 1y do nao do loai ngddl nay hmh nhu‘ chi
€0 cam—glac x1¥ dung quyéh-hinh cla ho neu ho trd l6i bang chu’
« Khéng ». . .ot

Cach day it 1au, t6i dide dip thdy tan, n'le;t' mét ty-du ctia thﬁ’
loai céng-chite nay. Trong khi chd ddi dén phlen 161 tai mét cong-so’
tm dudc nghe mét ngudl trmh—bay mot cach kha ho‘p~1y tru'dng-hdp
chia 6ng ta trude mot vién-chue. Ong tarave ctrdng-quyet va tiép-tue
bién-ludn mét cach, toi phau thi thq'c,,kha dung_ ly dsi vl 16i, trong
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chitng mét gid ddng hé. Ridng su-thé vidn-chie kia khéng mdi ong
ta' ngdl, ciing 44 chitng-t4 r."a".ng cich-thite lam vide cda v 13 khéng
ra gi V& sau y ¢d vé nhit' @4 quyét-tim : y tuyén bs khéng mudn
ndi Ij do, nhitng y khéng thé 1am thda-mén dude 13i yéu-ciu dd.
Sau cling, y ¢on néi ndng va yéu-cdu ngudi khich ra v&, vi'y bén
quéd va d& mét qué nhidu thdi gid. Ong khdch trd 191 ré\'ng néu
thdl-gld clia v1en-chufc kia qui thi théi-gid ciia ong eling qui, va dng
df mat 8 gid cov-gang glal-quyet van-d¢ clia ong, nhung chinh 13
161 & vién-chite Ay, néu thdi-giy bi phung-phi vi' éng chi d@oi hdi

nhifng didu ma éng c¢d quyéh doi hdi ma théi. Sau cling, dng khach’

yéu-ciu ditge vao tidp-kién ong gidm-dde thi vién-chite kia lai tri
1% rang : khéng nén 1am cho vén dé &y thém phute-tap. Ong khich

ve 2@ e a " vl val o . At LI .
nai ni mai va rot cuge duge tiép-kién 6ng giam-dde thi 6ng nay
chi' gidi- quyé't vAn-aé ﬁir trong khéng“d‘* V hai phit.

LE dl-nhlen, hau-qua cfa mét su d6i-dai nhy vita k& lam cho
ong khach kia va tit c3 nhu?ng ngudi dude nghe hai bén cai co phai
chan ghet Ngay nhit néu éng khach kia co trai, thi ngl.fdl ngoai-
cudc cung ¢é cidm-tinh vdi ong ta vi ong ta d’a bi cu-xu t0i t&. Va
dleu chic la ong ta s& k& lal cho ban-hitu vé viée nay N&u cach-
thic cu-xif nhu’ tru’ohg-hdp trén trd nén thong—thudng, thi ngusi
cong—chu‘c ay ‘hay chmh—phu ma y dai-dién ¢ van-phong do sé khéng
con dude né-trong nhidu nifa. .

Trong mét xd-hdi ddn-chy, bao-ch1 cac t6- chu’c cong—dan va
ai - quoc s€ dem tru’dng hdp ndy lén cho ngudi dai- dién cua ho
tai quoc-h01 hay néu ngu’dl lién hé thylc-su’ bi thiét-hai thi tru’dng-
hdp do se dude dem ra xit § toa. Vidn-chuic kia s& bi qud phat hay
bi thai-hoi. Nhung trong khi chg d‘dl thi sy t1n—nh1em no‘1 chmh—-
phi s& bi thiét-thdi vi cdm-tihh xau 461 vdi nhan-vzen 4y m&i ngay
mét thém mai, didh ma ta ¢d thé trinh duge néu v1en-ch1ic kia
hidu r& trach-nhidm phue-vu va hodn-thanh trach—nhlem Ay mét
cach hing hai, 18-d6 va hidu-qua. ’

Song lai con mot loai congﬁchu’c vi sd nhan-lé'nh trach-nhlem
va vi ¢o dc thi-an, nén cung khéng 1am gl nét. Lam nhu vy co the
1a rnot phu’dng-phap .gilp cho ngan—kho dd ton kém, nhu?ng ‘chéc-
chan 14 céng viéc s€ khong dude hean-hdo. Ma v1en-chtic nay cung
chang mua chudce d’u‘o‘c long dan : trai lai no chi 13 mét thi thude
&au déc doi song ctia quin-ching va khéng nhing lam ngung-tré
bd may céng quyéh ma con chia ré nhin-dan véi chinh-quyén.

"
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T6t hon 13 luat cho rang ngoal trit nhu’ng trddng—hdp co ly-do
chmh -&ang d& ndi « khéng », th1 ta phdi ludn luon noi, « vang » hay
« @8 t6i lam ». DS 13- thai-&bd lam cho bé may chinh- quyen quay
déu hoa va lam cho nhin-din thém tm—nhlgm ndi chinh-quyén. It
nguci cd.dip chitng-kidh nguoi econg-chifc .cé hinh-déng kha di nang
cao tinh-than cda nhin-dan va kién tao nhitng difu-kién phat-trién
thém phém-cich con ngLfBi, 13 diéu s€ ¢d 161 cho todn thé xa-hsi: -

Them mgt ludt khac vé su' quanihe nhén-sinh dang dudc nhic
nhd tdl ding bao gic ngan can ngu’dl khic hdi ta v& nhu’ng quyet-'
dinh cla ta hay phe-bmh ta. Tra1 lai, ngufd: cong-bic pha1 lang tai

.nghe nhufng <104 phe-bmh va d"e tam dén nhvfng 161 phé-binh. 46 ngay

nhu néu nhu'ng 131 phe—blnh do khong hoan toan dung cﬁ T6i cling
khong muon noi rang hgudi cong-chu’c pha1 biéh-déi edc hanh dong
da quyet~dmh d€ theo nhufng 18i phe-bmh ao. Nhu’ng yeu-to quan
trong nhat phal 1a ngu’d‘l do s&n sang nghe nhiing 101 phe—bmh va
cin nhic nhv:fng 16i d6 d& trd nen m01 ngay mot khén ngoan hdn.
Néu khong th1 lam sao ma ngu’dl ay ed the blet duge nhu’ng c’neu
quan—-trong can phai bidt : nghia la du- ludn -clia quan—chung vé
nhitng quyet-d‘mh hay hanh- dong cia minh. Thém nia, t& nhling
syt phé-binh, ta co thé& hoe hdi thém nhiing phufdng—phap a€ cdi-
tién hanh—dong cua ta, va nhv vy ldl—dung dude tu-tdng va kinh-
righiém ctia ngusi khac.

Giao-té trdc-tlei}.

Nhu chung ta c‘i’a bidt, ta ¢ thé nhu trong trtfdng—hdp vién
chu-su’ g1an—hang cua hang budn Nu-Ude kla, bidt su quan-trong
clia mét s g1ao-te tot dep, nhung sy glao-te nay co thé bi nhu'ng
nhin-vién cap du’dl, o tlep-xuc trlrc-tlep vai cong chung, pha-hoay
mot cach. v8 tinh hay co. y, tru’ohg-hdp ndy cling co thé xay ra
vai gldl cong—chlrc - ’

M&i cong s& déu co mdt s nhan-v1en hang @4u ¢4 thé 1am hai
hay xuc-tlen su giao-t& rdt nhifu. Trong so nhiing nhin-vién nay
gom co ngu’Bl dién-thoai-vién, nhan-v1en tlep khdch, cae ngudi.tho-

_ky va gac cong.

Nhlrng ngusi nay méi ngay t1ep-xuc véi rit nhicu ngufch, hdn

‘tat ca cac Vlen—chlfc cao cap Cam-gidc cla ngddl dén tlep xie voi

ho rat quan-trong vi-cd dnh-hudng 1dn t3i ta va tdi sé cla ta.
Bd bao nhiéu 14n, khi phai dénh dién-thoai cho mét sd khae,
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ta dd &udc mot dlen-thoal—vlen hay mot ngu’dl tho-ky tra 16i mot
cach cau kinh, nhy thé mudn mang ta vi sao @4 lam T6n ho. Ql.l]
vi chic cling nhigu khi mudh cit hay cho ngﬁdl dién-thoai-~vién ay
mdt bai hoc v& sy 1€-d6 khi néi dién-thoai.

Kinh-nghiém d4 ching t3 ¢ho'ta hay ring mét cau ndi d& nghe
nhtt « chio éng (bd), day 12 bd Y-T4, thua éng muén néi chuyén voi
ai ?», lam cho ngudi goi dién-thoai wvui thich va sin sang néi
chuyen mét cach én-hod vdi ngu’al dude goi. Trong mdt vai tru’dng-
hdp chi mot clu la-d‘o nho nho nhu viy cung lam cho ngtfdl goi
dén &€ khidu-nai'khéng muéh khidu nai nia. Trong bt et trudng-
hop ndo, ta phai 1dm cho céng chung ¢ mét cam-giac tét-dep vé
ta, nhif viy 1am cho cbng vide clia ta théin phin dé dang.

Diéu nay cfing ding cho trudng-hdp ngudi chidu-ddi-vién trong
s¢ clia ta. Mt cdi nhin khidu-khich hay mét cau chio hdi thiéu 1é-
d6 cling dt 1am. cho ngudi khdch quay di, va 1am cho ngu?Bi cong-
dan kia khong du’dc ha1 Iong ngay t trude khi ta co dlp n01 chuyén
hay héi ngu’dl 4y mudh g1 ? Lai van mot cdu hoi 18-8% bang mot
glong néi d€ thlidng, chung té y muon phuc-vy, lam cho nglidl
khdch an long va c6 tinh-thén hidu biét trong khi héi-dam vdi ta.

T8 médt mite-d6 thap kém hon, thal-cio ngudi gac cong cung
co anh—hu’dng t0i cong-vide glao-te Tuy ngu’dl canh gac chi it tlep-
xuc vai cong-chung nhu’ng, diu hé-trong 13 mdi khi tlep-xuc ngusi
ay phai cd thii-ds le-phep Vi nhiém-vu cua ¥ khong can 3 phal
ding vo-luc hay nhifng 18i ndi niing, ngudi canh gdc cd théd gitp
ich cho sC ta néu c6 18-d% vi 16 ¥ mudn gilp &3 nhifng ngudi ¢én
s clia ta.

Nhung cde nhan-v1en giao-t& t1en-phong clia chinh-pha 13
nhén-vién canh-sat-doan. Tuy sy kiém-soit nganh canh-sat khong
thude pham—w clia mét s8 nao khac, nhlfng cdch-thite cu-x clia
canh-sat~d'0an va cong«v1ec chung ‘eda 8 canh-sat cé mot anh-
huo‘ng rét 16n @81 véi thai-d6 ctia nhan-dén- dsi voi cac s§ khac
cia cong quyén. Néu canh-sat-td ra lich-thiép va ua giup dd cong-
chung trong khi thia-hanh phﬁn—su, thi cinh-sat-vién sé dude coi
13, ban cla dan va ¢o the goP dude mét phan 16n trong ¢bng cude
hic cau ndi lién chmh—phu v nhén-dan. Néu cinh-sit-doan t ra
cuc-ean va doc-d‘oan, thidu 156-d6 va bac-ai th1 nhan-dan sé cdm hon
va s¢ hai chinh-pha. M6t 14n nu’a t51 xin nhac lai rang canh-sat-vién
cling 13 cdng-bée, Nhiém-vu cta ho la duy-tri trit-tf va 1am cong
viéc ndy, ho phai thiu hifu nhin-dan va tén-trong su' toan-ven cla

-
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nhén-dan ; khong bién-phap gi co thé 1am cho nhan-dén tm—nhlem
chmh-phu bang mot lue lu’dng canh-sat trung-tryc, higu qud va
le-d‘o \

St quan-hé cfia thi tix, &

Nhiédu ngu’dl ta.co « gap » nhu’ng chifa bao giG dude ’crong thdy
tan mat hay ) dlp noi chuyén thang vdl ho ; mdt phan 1on sy
t1ep ke cla ta véi cong chung dude 1lam bang thu tit. Vi viy, cach
thife viét nhu'ng thu tu ﬁy rat la hé-trong.

Bay gid t6i xin qui~vi trd 1a1 chuyen cong-s@ nhan du’dc
m01 ngay hdn 500 14 thur. Chac qul-w cung ‘chua quen luit cla s@
ay 1a ¢ gang lam théa man ¥ muéh cia ngudi gii bite thu‘ do va
tra 16i mau le cho ho, V2 phai trd 13i ho cdch nio cho ho hifu rang
chung ta & ¢y 1a &€ phuc-vy. Tai lam sao vién-chife @0 lai coi diéu
ndy nhu rit quan-trong. Vi ddi voi ong ta, trén thé-gidi khéng <o
ai quan-trong ‘hdn 13 nhifng ngudi dng ta phuc»vu

Mot sy tra 1di nhanh chong la mot bang-chling hlen—nhlen cho
ngusi gﬁl thit héi, 13 rang 16i yéu cdu cia ho cé quan-hé d&6i vai ta,
mot su thé s& lam cho ho vita 16ng. Va 18 di-nhién mét si? tra 16‘1
nhanh chong ma tich-cyc s€ 1am ¢ho ho vui ldng hon. Nhung néu
khong thé ird 13i du‘dfc ho ngay ve van»-de ho hoi, thi hay viét cho
ho mét bite thu ngan noi rang ddén cia ho dang duge xét va ho s€
dudc tra 1i trong mét ngay gan dAy. Vi néu chu tra 18i 1a <K ong >
th1 ta cling phal gdi thu? tra 18i mot cach nhanh chong v.':l1 glang

giai cho ho vi sao don cla ho lai khéng ditde chap-nhgn.

Lam thé nio cho nhin-din bing 1ong cong-tdc véi ta ?

Nhiéu vi ¢ day cd nhiém-vu thi-hinh nhiing chuweng-trinh cla
chinh-phd. Nhifng chudng-trihh nay muén dude thanh-céng phai ¢é
sy tdn-trd eha mot phan céng-ching. Pidu nay thit ding doi vdi cde
chueng-trinh tu~-chinh néng-nghiép, an-ninh trén dudng-18, giao-
duc, phéat-trién kinh-t&, ¢di-thién vé-sinh, v.. v.. Vi vﬁy trong
cdng cuge thl-hanh nhifng chu‘o‘ng-tnnh nay, str glao—te phal gitt
mét vai trd hét stte quan—trong

V€ diém nay, ta chi cé moét cdch lam cho cong—chung te y
cong—tac 1a lam cho cong-chung Wa thich s’ cong-tac do.

Dl nhlen ta cd thé bit budc mot ngu'dl dua cho ta chiéc dong—-
hé caa V, néuta di’ mot cay sung sdu vao héng y. Ta ¢b thé bat
nhén-vién 1am viée — trude mit ta — néu ta him doa duéi ho. Ta

e
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co thé b;a{t mot dita tré con' lam mét céng viéc gi‘b'a\'.ng roi vot hay
bing him doa vi ta co th€ him doa bit bd ta hay phat va mét
ngudi nao néu ngudi dd khong laro digu ta muon Nhung nhing
phu!dng-phap dde-tai nay cod nhling hau-qua it tai-hai.

d Trung—Cong, v3 hinh nhy & Bac-Vlet cung vay, cac ke-hoach
kién-thiét dudng-16 va dudng xe-hda dang dude tiéh-hanh. Vi mét
ly-do nao, céc chinh-thé 4y khéng muén dua vao sy tham-du
tmhnnguyen cua nhén-d4n va ¢% phai dung bién-phdp 1ao—cong
cudng-bach. Va cé thé nhing ké-hoach ay dudc hoan-thanh xong,
nhung hang van' céng-nhin 44 bd tmh—mang trén cong—trudng
Chung_con &iy doa nhan-dén, va se con phdi ding dén nhﬁ‘ng
bién- phap vu—ldc va khung-bo mbi ngay mot tdn-bao thém aé
ngan-can dan-chung Iat-do chinh-th& clia chung

Chicdasd' quy-vicling con nhé phan-dng cla Ilg'Lfdl V1et—Nam &di
v8i thué rigu va sy cu’dng—bach mua ru’du cach day khong bao
lau. Theo nhw t&i b1et thi chudng-trinh Ay ¢ht 13m cho nhén-dan
oan-hdn nhing ngudi ¢o trach-nhiém thi-hinh mi théi.

Trong mot chinh-thé dan-chu, ta khong eon ciach nio khéc
bat bude dan—chung 13m mot vide gi, néu khéng phal 1a lam cho
ho ua-thich céng viée 46, Nhung ta phal 1am thé ndo &% cho ho
wa-thich ?

Trude het chtfdng—trmh cua ta phdi phii-hdp véi nhu-ciu vi
hodi-bdo cla nhin-dan. )

Riéng vé& phén t6i rdt wa dau tiy vd kem. Nhung t8i clng
biét ralng cé thi lai thich run ré, Vi viy méi khi &i ciu, t6i khong
nghi d&n sy téi ﬁa—thlch ma ch1 nghi &én sy wa-thich cda ca tom
ma thoi. T01 khong mic mdi ciu véi dau tdy vA kem ma vdi
. run hay ré. .

Mot hém mét nha hifn-triét va ngu’d1 con cla dng muon xua
mbt con bé vao chuong Nhung ho ¢3 1lam cung mot 16i 1a chi
nghl den digu ho mudn ma tho1 Vi vay ho da nghl dén ding vo-
11.fc nha hlen-tnet kia thi day ma ngu'dl con tral th1 kéo. Nhl.fng
v€ phia con be, nd clng chi nghl dén sy no mudn. Vi vay no dang‘
chan va nhat dinh khong chiu rdi. chd an co. Ng'u’dl day td gai cla
ho d& tim. ra gidi-phap. C6 ta khong viét dude nhiing cutn sach hay
nhtfng bii luin-van nhung it ra trong tru‘dng-hdp nay, c6 d2 hanh-
dong thong—mmh hdn nha hlen-trlet kia. C6 iy ngh1 td1 diéu u‘dc
mubh cla con bé va ae tay vio mom con bé cho né mut, v cd din
dude no v3o chudng.
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Khi lam viéc v8i nhiéu ngu’&i khac, van-dé cd'tuye:'u nha’t 13

tinh than h#ng hai va céng-tac cia ho. Cung nhu ta cd thé dua .

con bé di mot cich dé dang vao chuong, néu ta ap- -dung mot ky-
thuat glan-dl va tlf—nh1en ta cd thé dude ngudi khdac cong—tac véi
ta mot cach de dang neu ta ap—dung mét phddng-phap nhan-dao
Néu ta ndi le ho vé& an- sinh cda ho va trlnh-bay cho ho thiy
nhifng ich-1di eia ho néu ho eéng-tac vdi ta, thi ho'sé thanh-thue
cong-tdc vai ta va s€ vui thich vi d4 dude ta mdi ho cong-tdc. Mcf)t
" khi dat dude dié"in nay thi cde van-dé 'khac tta-h8 nhw &3 glax-
quyet Xong "vi din-ching s& coi ke—hoach ctia ta nhw ké-hoach’ cua
ho, va ta sé dude ho cong-tac vdi ta rat chit-che., Lam cho ho hiéu
rang chddng—trmh cia ta cling 1a chudng-trinh cua ho 14 céng
v1ec kho-khin nhét.

* Khi tlep-xuc vai dan—chung aé xin ko cong-tac voi. ta ta pha1
cd mét thai-dd than-hiu. .

John D. Rockefeller, Jr., cho ta mot ty-du tot dep : Hoi nam
1915, Rockefeller phai d8i-phd vdi mot cudc d’mh—cong & Cong-Ty
DAu va.Sit Colorado ma ong kiém-soat. Cudc dmh-cong 601 ting
ludng nay la mét trong nhitng cude dmh—cong gay go phit irong
lich—su.‘ lao-dong MF. Sau nh:eu tudn-1& t1ep-xuc voi cdng-nhan
ngay tai_ch$, Rockefeller d n01 v6i -dai=bidn ‘cong-nhan chnh—cong
nht sau : . "

« Hom nay la mot ngay may man trong doi t6i. Day ia lan
dau tién t6i dlz‘dc dip gip c‘z‘al—bleu cong~nhan don—’d”oc-wen va
. klem-soat-wen -ctia hing nay Toi ¢ thé néi chac voi cac ban rang

t6i rat hanh-dién &de t0i diy, va téi s€ nhd m#i sudt doi budi -

hop nay Néu cude hdi-hop nay da dude - hanh trude d’é.y hai
tuln-1& thi' t&i chi la'mot ké la 601 voi da—so cac ban, chi’ quen
thuoc voi mot vai nglidl ma thoi, Nhu’ng tuln trlidc co dlp di tham
tat ca nhu’ng trai céng-nhdn g cdc vung than md & ph1a Nam, t01
diide uip ndi chuyen riéng re véi ting ngudi’ va vdl gan hét cac
vi dal-dlen cha cong-nhan ngoa:-trr.f nhu’ng ngisi vang mit ; toi
cling.di co dip dén thim gla~c’1’1nh cac ban, gap vg con cde ban
v& véi tinh-thadn hiéu bidt 1An nhau d$, t6i rat vui mifng du’dc
d:p nay dé thao-ludn v8i cdc ban vé nhu’ng quyen-ld1 chung cua
(:hun_rg,r ta.

« Vi day 1a mot budi hop gitfa cdc dén-d8c-vién ciia hine va

4 - A 2 o -~ - ~w A A .
cac dai-dién cua céng-nhin, nén t6i khéng ¢d quyén dude cd mit

tai diy. Nhung chinh nhd & cac ban ma toi moi ed mit tai day

[N

.
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hém nay, vi £6i khong dudc cai may-min 4 vé& bén nay hay bén kia
cﬁa lan mifc ;- tuy vy toi ¢d cAm-gidc nhut lién-két chit-ché vdi
cac ban, vi theo y to1, t6i thay mat cho nhifng ngidi cd cff—phéi‘n va
phing vi giam-dbe clia hing nay s.

Bai dién-vin niy ¢i dem lai ket—qua la-lung No lam nhe bdt
nhitng luéhg g1o cim-hdn dang him doa 1i-cudh ci hai ben tranh-
chﬁp Bai dlen-van nay ciing lam cho ong dudge nhidu ngu’dl than-
phue va d¢d mé du’o’ng cho mot gidi-phap lam thda-man eéng-nhin
thg md va khign ho trd v&'1am viée.

Gla-ty nhy RocKefeller d’é—cap van-dé nay mét cach Khae, cal-co

.vdi che dai-dién cong-nhan va-gao thét nhung su-kién tai hai vao
mat ho, Giad-ty 6ng da néi vai ho rang ho tra1 va dung dt moi Iy 18
d€ bio cho ho 1a ho khong phai, thi ket-qua da trdi ngude hin.
Cam—ho’n va thirhdn s& tang-cudng thém d€ roi cufe dinh-cdng
ti8p- -dién manht1iét hon 12 khi éng chua can-thiép.

Ta nén ghi chu ra‘\'ng Rockefeller d5*dén thi¥m nhiu ngudi aé
tim hiéu lap-trudng cua ho. Didu hét sic quan-trong @i vdi qii vi

" trong khi thi-hanh chudng-trinh eda qui vi 13 phai thanh-thit nhin-

xét ca’.c su-thé quan-dié% cua nhan dan, Ta ha'y cdm-théng voi
ho vé nhiing y—klen va hoai-bido cla ho va ta'sé cd mot chu’dng-trmh

_tot dep hon va s€ thau lu’dm dude mot sy cong—tac dep & hon &€
thi-hanh chudng-trinh 4y.

Mot lan nifa, t6i laj xin nhac tdi. Abraham meoln meoln da
co lAn médi: « Ta co mot phu‘dng-cham 8 ma d'ung n01 rang ‘mot -
hatmaét gmp ta bt &u’dc nhiéu rum hdn 13 mot 11t dém’ ». Vi vay &6l
vOi ngudi cung vdy, néu ta mudn ho dizng vé phia ta, ta hdy 1am -
cho ho tin rdng ta la mdt ngudi ban thye-thi, B 1 mét « giot
mét » 1am cho ho mén ta, va lam cho ho tin ta mét edch chac chin
nhét, . ’ :

Mot thal-do than-htu a8 lam cho ho dé thoa-thuin vdi ta hdn
rm Pidu nay lai die- biét ci’ung hdn néu ta nhin manh vao sy ti“ong—
dich va muc-pha.eu chung cua ngudl dd véi ta. Hay lam cho ngidi
md ta mudn ho ¢ong tac voi ta n01 « vang » hay 1t ra cung dﬁ'ng
noi « khong ».

Nhu gido-sut Overstreet da ndi trong cudh Influencing Human
Beha:uzor, mot chd « khong » 1a mot chtfdng—ngal-vat kho vudt qua
nm Khi.mét nguo’l ndi « khong » thi danh-dli cia Yy bt y phai glu‘
viing lap-trlidng phu-quyet 4y mal C0 thé vé& sau y nhin-dinh thay
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lap-trlfdng ay khong dung nhung roi long tu-ai s& bat y U giif mai
thai-da6 4y. Vl viy ta dung nén lam cho ai ngay Ne diu 48 ¥ chdi
_su'ta veu-cau

Ve ci‘wm nay, téi xin nhac tdl Socrate Socrate trlidc kia la
mot nglrd1 u!u—tu, di1 b bng di chan dat va. lay mit th1eu-nu’ 19 khi 6ng
dg gan t tudh, va dAu gan soi hélgn Socrate di lam mét v1ec ma
chf mét val v1-nhan trong lich-sit ¢ thé lam : Socrate thay 46 ca
qudng-161 tu-tudng cta nhan-loai

Phudng-phap clia Socrate 1a gi ? Kf—thuat cua ong ma ngay
nay ta goi Ia « Phu‘dng—phap Socratigue » cin-ctt trén chit « pha1 >
hay « vang », Ong chi’ hdi nhtfng ciu hoi ma nglidl d'01-d1en phal
d‘ong ¥ vdl ong. Va ong cit t1epwtuc nhu‘ng cau héi ay r:ho dén khi
ngu’dl noéi chuyén véi éng phai chap-nhe_m ket-lua}n cia ong, mot
cach thanh-thuec.

Day la mot phu‘dng-phap rit cb ich khi nhu’“ng chl:l.’ci’ng—trmh cua
ta khong phu-hdp véi nhu’ng tdp-quén va thanh-klen lau ddi. Tat
ca nhu‘ng Iy 1€ ma ta cd th& vién ra khong thé 1am cho ho thay
G tha;—do ma chi lam cho ho khong tin ta va tu ch01 khéng chiu
cong-téc vai ta,

La1 thém mét ludt khac cd 1ch cho ta khi ta yéu céu sif cong-
tde cla ngu‘c‘il khae, 13 ta pha_l nhd rang da-sé dan-chilng, ngay
nhifng nguot tu-phu 1a thlg’c-.te nhat, cung vin con duy-tap vi thich
lam nhﬁ’ng viée co tinh-cach dep. Ta pha1 lam thé ndo cho nhﬁhg
chlro’ng-trmh cla ta cung e#n-cit § nhiing rnuc-phleu tot dep dy. Va
ta s€ thay rang yeu-to nay s€ lam cho ngudi ta d& chdp:nhin hon
va lam cho ho co y mudéh d‘ling v& bén ta hdn.

P& 1am cho dan—uhung higu ré chan gla-trl clia chtfdng—trmh
clia ta, ta s& phai quan—trong—hoa chlfdng-trmh ay Nhiéu khi &9 1a
phu'dng—phap duy-nhat aé trmh-bay cho cong—chung hiél r6 chudng-
trinh ay

Bdo Philadelphm Evening Bulletin, mét trong nhifng nhét bao
M¥ hay nhit d& gdp mot trudng-hdp dan-chu’ng diéu téi vira noi,
Cach day mafv ndm, bdo a:'y bi lam nguy bdi mét st vAn-ddéng nguy-

a2

hlem CdS tin @én dal téi tai nhiing nhd buén chuyen-mon déng
quang-cao trong bdo &y noi rang bao ay ddng qua nhiéu quang—cao'

vaqué it tm—tufc va khéng cont duige dbe-gid wa-chudng nhu tride
nifa. Viy phal do1 phé ra sao?

Bao E'venmg Bulietin, ben cit t4t ca nhu‘ng tin-tde ding trong
mot 6 bao, %&p- -dt lai cho ¢o thu!-tlf va. xudt-bdn thanh mot cudn

Sy
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sach. Cuon sach ay nhan dé 13 Mot Ngay_, gom 307 trang; 5 nghia
1a day bang mdt cudn sach ban 2 my-kim ; ay th& ma sdch &y dude
in ngay trong mdt horn va ban cd 2 xu. S‘Lf An-lodt nhtrng tin-tive va
bai v& vao mot cuon sach chu’ng-to béo 4 ay tai-ding rit nhigu tin-tie
gia-tri va bai-vd chon loe.

Sau ciing muén duge sy cong—tac cua dan ching, ta nén td-chitc

.nhiing cude thl—dUa lam cho ho cd- gang toan-dién @€ hoan-thanh
muc-phiéu cua ta mot cach nhanh-chéng hdn N01 t6i thl-dua 61 -

khong mudn n01 14l nhl?ng s tranh gianh ban thiu vi tich ma 13
tdi y-chi' mudh lam viée mqt cach tot dep hdn. Mat sy thi-dua, mot
tinh-than canh—tranh khlen cho con ngudi mudn lam cong-vme mét
cach t4t dep hdn, co th& gitip ta thi-hanh nhifu chlfdng-tnnh mot

‘cach hoan-bi.

Thong-tin. ’ -

Trong mot chinh-thé dan-chy, cb 18 khéng c¢ phuong-phap’ nao -

tot dep hon &e lam COng-chung hai long bang phudng-phap cho dan
ching hlet t4t cd nhiing cong—tac dang thi-hanh trong cd—quan hay

~ trong b clla ta. Khéng k€ t61 guyén nhan-dan phii dude biét nhing

didu ma ngudi dai-dién cfia ho dang lam vdi quyén din ching phd
thdc ndi ho, dan ching phai dudc biét néu chinh-phd ¢6 thinh-céng
hay khong

Thu'dng thudng ta hay mac phal mot 161 18m 18n 13 coi cong-
chung nhli ngay thd d€ Iva, e6 thé bang 16ng nhifng tin-te chon loc
mia sai mia &ung Bidu nay kh&ng thé nao kéo dai mai. Lich-s®? 45
chu‘ng 13 rang ta ¢4 thé Ia d01 toan thé nhan-dan trong chéc 14t,
va co thé lu'a doi mot vai ngu’dl trong maot thBI-g1an 13u dai, nhung
ta khéng th& nao ra i t4% ca moi ngl.fal mai mai.

Mot chmh—phu dan-chi chi cd thé tén-tai khi nhén-din va

chmh—phu cong—tac chat-che vl nhau vi tm—nhlem 14n nhau. Muéh

sut t1n-nh1em ay duige tot dep, cong-ching phai dude bict va

hiéu cong viéc cla chmh-phu da.ng tién-hanh Ia sao. Vi véy chinh-
phll phai cho nhin-dan bist &ay—d‘u tm—tu’c bang cac phlidng—tlen
thong—tm nhtf bdo-chi va &ai phat thanh &8 cic héi al-quoc ed the
gilp 44 ta gido-duc cong—chung v& nhiing chudng-trinh ma ta mubn
thi-hanh.

Ta pha1 tO-cthC thém nhidu cuse ho1—hop bao-chi nhy cude hoi-

hop béo- chi cla ong Bo-tru’éng Kinh-té trong tufn vita qua, s&: &-duldce

bao-chi* vi qudc-din hoan-nghénh. Thém nhiéu su. tiép-xuc trie-

™
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tlep vdi bao-chi vi cde 1nh- tu t6-chue al-quc-c s& dem Tai nhiéi

ket-quﬁ tot-d‘ep cho chlnh-phu, nhiéu eéng-sé ngoa1-quoc nhén-dinh-

cin phal o mot vién-chutc g1ao-te’chuyen—mon tim kiem nhing bién-
phip mua chude su ung—ho va: cong—tac ctia nhan-dan,

Kinh-nghiém d&& chu’ng—to rang chl nhung nhan-VLen c6 trach-

" nhiém tru‘c-tlep 'd6i vdi quan-doc vién.cao nhét clda mot cd -guan

mdl eo du d’Leu-klen ag hIEU. bidt hoal-bao va ca-tmh cua nha
chl-huy Ay -cting nhtrng chtfdng—-trmh clia cd-gquan Ay. Sy giao-t&

: muon dude hidu-qua pha1 duge thi-hanh mot cach tru’c-tlep, khong

thé @& cho mot ed-guan trung—u‘dng «sAn-xult » hing 18 mét lue.

Trong ba1 tuang-trmh nay, t6i @a d‘e—cap tdi nhleu ky-thuat

gxao»te Nhu’ng yéu-t6 quan-—trong nhit van 1a: ngu’dl cong-chle .

phal biét v hanh-ddng can e trén. sy nhan-thu‘c rang nhin-dan
1a yeu’tﬁ quan-trong nhit va nhlem-vu clia ngu’dl, cong«chu’c ia
phuc-vu nhén-dan. Mot sy phuc-vu tot dep 14 thia khoa difa ta

dén thanh cong
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Vm ‘MOT VAI CUC-DIEN CUA CONG VIEC
QUAN-TRI NGAN-SACH NGAY NAY
) ' Frank M. Landers

Tru:dc khi thdo-ludn vé& céng viée quan—tn ngan-sach to1 x1n
ké @& quy vi nhd nam dleu hay nguyen-tac sau day, cd thé ap-
dyng dude trong tat ca cac giai-doan cua sut quan-tri ta1-chmh,
ma sy thue, thi co thé ap-dung trong bat el mgt tru’&ng-hdp guan-
tri nao, trong ca hai dig-hat cong va tu.

Nim nguyén-té‘c ﬁ'y la:

1. Nhu'ng cong V:Lec phu-ta, nhli s du-thdo ngan-sach khéng
pha1 tu né 1a elfu-cénh etia no ma chi T3 nhdng trg- ta thanh-
phan trong cong—cuoc quan-déc toa:n-d.len & thé d’em lai

" . nhifng két-qua tdt dep hon cho chinh-quyéh.

2. Quyén quyét-dinh vd hianh-ddng phidi dude giao-phé cho
nguoi cd trdch-nhiém hodn-thinh chudng-trinh.

3. S¢ quyet-dmh vé nhu'ng vin-@é cong—tac phai dwde glao-pho
ngay cho_ ca- nhu’ng cAp. thap nhat trong -nganh hianh-chihh,

4, Su k1em—soat cde coéng-tde phai du‘o'c thi-hanh mét cach
t_n;’c-tlep, glan~d} va théng-minh.

5. Nhan-vién céng-tdc phai dude biét nhfi’ng muc-phiéu va mue-
dich ¢aa mét chtfohg—tnnh va phal dude dip tham-dy céng
viéc hofch-dinh ehidng-trinh &y.

“Téi xin quy-vx hiy d€. tam dén nim nguyen—téc nay trong khi
téi trinh bay mot vad cuc-chen clunh—yeu cia cdng. viée quan-tn
ngan-sach ngay nay. Xin quy vi hay nhin-xét nhu‘ng nguyen-tac
nay .qude ap—dung th. myc-d¢ nao trong sy quan—doc ngan-sach
day T01 cung xin qul vi hay thit lda‘ng-do gid-tri clia nhu'ng nguyen—
tac ay va tif hidu xem c¢6 nén d’em ap-dung nhing nguyen—tac
ay vag he-thong quan—trl ngan—sach ¢ day hay khdéng. Neu quy vi
khéng déng-y vai tox, tht t01 cung xin-quy vi hiy ndi ngay 1
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Lhong Tm xin man. phép nhac quy-vx rang muc-dlch cua' nhling
budi thuyet—trmh nay li thao-luan va trao-dm y—klen &€ giup chung
ta ca1—thlen nhifng thi-tuc cang—tac clia cong-quyen

Ta cb thé phan~tach mot cuoc thao-ludn v& sy quan-doc ngan- -
sach ra_larm ndm giai-doan chln.h

1. Tax-lu_e.-u vé ngan-sach
2, Lich ngan-sach’ “
3. Chuén-bi ngin-sich
. 4 Kifm-di€m néén-séch va .

5. Thi-hanh-ngan-sich,

A X3 hS Fal 4
Tai-liéu vé ngén-sach,

N'htrng cuc-dién md1 ve cong viéc quan-tn ngén-sach bat ching
ta- phal thao nhu?ng tal-heu vé ngin-sach sao cho:

a) dé& hidy, -
b) gian-di, va
e) aé doc.

Mubén cho (i’tio’c aé hle,li, mot tal-lleu vé ngan-séch phal ¢d
tihh-c4ch day ad, trinh- by rG rang ca ké-hoach thué ma cda chinh-
phu cho thdl-han ngan-sach ay co hiéu-lyc. Tai-liéu ay cung phéi
trinhibily het thay moi stf-klen, du nhlfng su-kién a'y oo khong
hay dep vé phtfdng-dlen thuévu hay chinh-tri.

Ngay nay, khi ma cac lap-trlidng chmh-tn quo’c—te' dang aof
choi nhau, cée hoat-dong phéng-thi thu’dng thu hut mét phan 16n-
ngin-sach, Ngay nhy vay, su quy—dmh cdc nhu-cdu phong-thd va
khéng phong—thu mdt cich rleng ré, ciing chitng-td m6t ngan-sach
khong £t dep, vi lam nhtt vay, can-can ngan-sach 56 khcng dude
déng cieu Tai-liéu v& ngan-sdch phdi bao gom hét thdy mai kho:in
thue, bat chap dén can—nguyen hay muc-fhch dung chi-khoin y.
Noi tém 1a1, tai-liéu nay phal trinh- bay day di moi céng-tde tii-
chinh va ké&-hoach hoat-déng du-dinh cda chmh—.phﬁ cho hién-tai
va cho mot dinh-han tu’dng—la: Né&u tai-lidu nay khong cb dt nhiing
yéu-td' 4y thi tdc 13 khong .

Mot tai-lidu vé ngan—sach cd khi trmh—bay tat cd nhu'ng cong-
tac sap lam mét cdch phile-tap va ric réi. Syt thie thi ta thuong
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"thay nhleu tai-liéu ve ngan-sac:h trmh—bay mot cach day dG nhung

qua ric-réi 1am cho ngay d&n cde nhd chuyén-mén vé van-de tai-
chihh eling phii ¥hé khin mdi hitu duidge. Cac tidu-chudh méi bit
tal-heu nay phéi duge trmh-bﬁy vdi mét 16 hanh-van gzan—dl Nhu
vay, mot van-kign trinh-bdy cic ngan-khoan vé tién thudng mi
mé-ta cde du-dn va chlidng’trmh lam vige, ¢§ nhiéu §-ngh1a hdn 1a
mot van-kién trlnh-bay chite-vi ctta mbi nhan-wen cung cdc khodn-
chi ma Khéng t1et-10 muyc-phiéu khién nhu’ng so tién do’ phal dudce

‘tiéu dung

Ty-du ;: mft tai-lidu ve ngan-séch de‘-nghl tiéu bac nhiéu tién
de dai-tho bao nhleu liéu thude trich chong benh ng# nude vk bénh

. 1én séi, thi & hiéu hon 1a mbét tai-liéu chi néi dung bao nhleu
" bée-si, bao nhiéu y-ta va phai mua bao nh1eu kim-trich va may khit-

trung. . -

Mot tal—heu s& a& doc hdn néu tai-liéu nay phu-hdp véi cac
tidu-chuén tan—thdl Aila ngLIBl e6 ad thdl-gld doc hang tram trang
$6' va chit.-khé &e tim hiéy y-nghla clia tad-lidu ay Vi viy, nh:eu.
chmhaphu cho an-hanh nhling « tai-liéu tém-t3t ve ngan sich» d¢

Arinh ba}r nhitng chi-tiét cda ngan—sach mot cdch d& nifu.

LJ
Lich ngin-sich. :

Tuy co mét va1 giai-doan trong cdc ke-hoach tai-chinh — nmy
phan du‘-dmﬁ xuat~ngan — phal hon mbt nam mai Iam xong, nhung
mot nién-khoa 12 thang 13 thdi-han thong-thtfdng a& 1ap ngin-sich.
Diéu quan-trong vé lich ngin-sach 1a cde thi-tuc phai duge khdi-stt
&l s8m &€ cho ngﬁn—séch dude chﬁb—thuﬁh va thi-hanh ngay tu diu

n&m tai-chinh mdi.

Vi edé chmh-phu mbi ngay ¢6 thém nhidu hoat-d'ong va cac
cong-tdc mdi ngay mgt phu?c-*tap thém, nén thc‘)‘l-han can—thlet d‘e-
hoan-thanh mgt ngan-sach cang ngay cang lau dai them Ta cd thé

'n01 rang thi-tie nganusach 1a mt thi-tuc lién-tuc thu’dng—xuyen

Ta thl.fdng thay co chmh-quyen dic-biét nghlen-cu‘u ba ngin-
sach hen cho ba nam 11en-t1ep Nhl.f viy co-quan ngan-Sach trung-
Uudng co the k1em-diem lai s sach cua nidm tai-chinh vda cham-du?t
va lai cé thé thi-hdnh ngin-sich nim do va (i‘ong-thdl chufn-bi
ngan-sach ndm sau.

‘Lai phic-tap hdn, 13 vah-dé cla cd-quan cdng-tde. Co-quan ndy
phdi khdi-sy dy-thdo nhiing chudng-trinh 13m viée lién-quan dén
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ngén-sach trude ngdy gid cd—quan trung—u’dng xet dén nhfing
chdo’ng—trmh nay, nghia 13 ¢4 thé tdi 18 thang trddc khi ngan—khoa
bat adu. Thﬁdng-thubng cd-quan trung-idng céh déh nhifng du-an
ay mét nam trude va fal—hau ngan—sach d’ay &4 phéi duge d’e—trmh

quoc-ho: chiing ba hay sau thang trudc khi n¥m tai-chinh bat dau,

—Chu'én'-b_i ngan-sach.

Céng-viée chﬁﬁil-b_i ngén-sich gém hai.-phéh chinh :
a) Chlhh—sach tal-chlhh va

b) Chuan—bl cla cd-guan l1en-he

L

Chmh—sach ta1-ch1nh hon-todn thude thim- ~quyén cda Téng-
thong Tong—thong e toan~quyen quy-timh nhu’ng muc-phleu va
dich nham ma nga1 muén dua chinh-phd t6i. HE téi nhling dich
nay, dx-nhlen Tong—thong phaJ quan-tdm tdi tinh-hihh kinh-t&

tong-quat cung nhu toi tmh-hmh nji-bd va quoc-te Cac dxeu-k1en.

:kinh-t&' chdc-chin 1a cd anh-hu‘o’ng mat—thlet d&h thu-khodn cla
ngan—sach Dong-théi Tong- thong ciing ¢d trach-nhiém quy-dlnh
cac phudng-tién ‘hoan-thanh nhu’ng muc-phleu vd muc-dich &o.
Bleu nay . lai eing dung trong trudng-ho‘p eta V1et-Nam, 12 ndi
cac khodn chi thu’&ng 16n hdn cic khoﬁn thu nhidu phZin

Nhu‘ng dleu vita héi khong thé dude glal-thmh 14 ta cAn phai —
hodc nén — co mot ngan—sach thang bang, ve phlidng-dlen thu vi
ch1 Nhu qu1—v1 blet co nhing thdi-ky mot quoc-gla phdi va nén
khuyén-khich kinh-t& bang céch tidu ra nhidu hon sé thu vio. Dleu
quan-trong 13 nhu’ng chi- khoan pha1 dwde tiéu ra mot cach sang
sudt. Bé 1a ly—do vi sao quyen ki€m-sodt chihh-sich tai-chihh phai
dude giao-phd cho mdt ngudi — Téng-théng. .

Mac diu chinh-séch tai-chinh cda To’ng-Thong 13 gé-tai lam
can—ban cho mgt chudng-trmh chung, nhdng phan cot~yeu van 1a Si
chuan-bl ngin-sach do nhidu cd-quan dam-nhiém., Néu su chuan-bl
nay du'dc thi-hanh can—than thi ngan—sach dude quy-d’inh s& 16t dep.
Con néu su’ chuan—b1 khong dude tot-dep, th1 du cd‘-quan trung—
udng cd co-gang nhiéu dén dau ciing khong thé bo-lap khuyet diém.

Sy chuan-bl ngan—sach do nhieu cd-quan ddm-nhiém cd the
dude chia ra larr nim phin: .

1. Trach-nhlt_am cda gidm-dée cd-quan.
2. Tinh-cdch phii-hdp vdi chihh-sdch caa Tgng-thﬁhg.
3. Trinh-b4y ro-ring muc-phidu vA cdc ngin-khoan phéi chi,

L

WL
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4. Trinh-bly cdc nhu-ciu theo trinh-do quan-trong ¢tda nhilng
Nooe ot Y
nhu-ciu nay, va ~

5. Ping wdc-chi mét cich qua-déng. n

N¥m diém ke trén day rat af hidh, Tuy-nhién ta ciing nén gidi-
thich thém mot vai g16ng Trude hét, ngu‘81 glam-doc cda mot co-
quan phal hiél nhu-ciu cia cd—quan minh, Chuf ky cua mmh g van-
klen nay 13, hay phal 13, bang chl.fng y-nghl cla minh vé nhu—cau
cha ed-gquan dudi quyén minh ae thl-hanh chmh-sach da dude Tong- .
thong vach r¢ trong thong-chep v& ngan- sach cda Ngudi. Tuy ngudi
chl-huy mét cd-quan cé thé glao-pho quyen nay cho nhan-\nen phu-
trach ngan-sich irong cd-quan ctia mmh nhung vi ch1-huy ay van
¢é trach-nhiém coi sao cho c6ng—v1ec ay dude thi-hanh ding d‘an

Thu‘ ha1 mot vi chl-huy Sang-suot cua mdt cd-quan pha1 can—cu
nhu-ciu cu4 mihh trén nhu’ng cude hcu—hop, noi d‘éy tAt ca cac
nhan-vién dbn-déc. 44 dude tridu-tdp d€ dude glal-thlch vé cdc
myc-phiéu va muc-dich clia ed-guan, 1am sao cho phirhdp vdi
chinh-sdch tdi-chinh chung cla chﬁlh—phu Mdi- nhan—v1en nay
cung phal trlnh-bay nhung nhu—cau cua minh &€ réi ¢d th& hoin-
thinh nhiém-vy cla minh mét cach dé-dang hdn Noi mot cach
khac thi cong-wec qul-dlnh nhu -cAu ngan‘sach cua mot cd—quan
bat dau t¥ nhiing’ cap-bac chl-huy thap kém nhit, noi day cong-
viée hoan-thanh cde trach—nh1em cla cd-quan dude lam. Quan-
trong hdn hét 14 su’-klen tAt cd cdc nhan-vién cd. trong—trach trong
mot cd-quan phdi dude gép phén quy-dinh ngan-sach va vi vy
cé thé chl-y va h1eu ro cong—v1ec minh lam hdn.

.Cae.khodn chi u‘u—tlen cd the va s& pha1 thay @61t n¥m nay
va .qua ndm khac v1 nhu’ng didu- kién cla céc hoat- dong hay cla
cac chl.l’o’ng-trmh cung nham nhifng muc-phiéu bifn-dél t0 nim
-ndy "qua ndm khdc. Su chuan—b1 ngan—sach hang nam 14 dip cho
cd-quan — cung nhu Phong Ngan-sch — ki€m-di€m. lai nhu-cau
a& t1ep-tuc cac chu’dng—trmh hién-tai va bién-minh cho su thiét-
14p cac chﬁdng-trmh mai.

'I‘rmh-hay cac nhu-cdu theo trmh-do quan—trong, cg- quan ay
o the hu‘dng—dan Co‘—quan Ngan-sach Trung-udng cit bdt cde chi-
khoan néu cho the 13 can.

Sau cung tat cd cace nhu-cau tal-chlnh eua mdt cd- quan pha1
dude lidc—dmh mot cach thang thén. Sy lidc-chl mot cach qua—dang
1a mét 18m 161 khéng thé tha-tht dude.
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Kiém-diém ngan-sach,

Trong mot xd-hdi hoan-toan phat trién theo 18 161 dan—chu, ‘ta
nhin thay co bin trlnh—d‘o kidm-diém ngan—sach trong su quan—trl

»*

ngan—saeh ;

-

a) Kiém-diém bén trong cd-quan,
b) Tai phdng ngan-sach,

¢) Tai Qudc-hdi, va

d) Do ndi céng-ching.

‘(@) Ktem-chem bén t'rong eo- -quon. Muén co h1eu-qua nhleu su
kiém-diém ngan—sach pha1 bt dau ngay ti Ide chuan-b1
ngan—sach nay Ndi mét cach khac thl nhu‘ng don-vi cong-
tic & cap thip nhit phal dude quyen thao nhu’ng van-klen
trinh-bay nhu-cil cda ho d¢’ xult-trinh lén nhu‘ng cap cao
hdn-va ghi vao mot vian-kién chung cho todn-th€ cd—quan,
Ben gxal-doan phm-ho’p nhidu vin-kién nay nha chl-huy
cling co th&’ kidm-didn iai Xem nhu?ng nhu-ciu ay co phu-
hep vai chinh-sd¢h chung clia chinh-quyén hay khéng.

¢ Thu-tue nay phéi dude 18p di 14p lai qua nhiéu trinh-dd
cho &é&h khi tdi v1 glam-ci“oc cd—quan Néu thu-tuc nay duige
thi-hanh du‘ng—dan vi néu sy kiém-d&iém & mbi trmh-d:o
dude thl-hanh hoan-bl theo chinh-sdch tal—chmh ctia Tong-
thong, cing nhu chmh sach tai-chinh cila cd-quan, thi két-
qu# s& duide mF-min.

(b) Tgi phong ngdn-sdich. Céng viée chinh cua phong-.ngéin-
sdch 13 kithm-didn lai nhifng don xin ngin clia ¢ée cd-gquan
vi xem-xét sao cho nhifng ddn Ay phi-hdp vdi :

.1, Chinh~sach tai-chinh.cla Téng-thong,

2. €4 th€ dude ddi-tho bdi ngan-sdch nién-khda tdi, va

3. Ch”fnh-—thlic hhgm hoan-thanh rihifng muc-phidu du-dinh. -
Lam nhlfng cong viée nay, Phong Ngan—sach Trung-

wong cih mét s6 nhan-vién :

1. DA nhitu 4¢ 1am trong—lu’o’ng cong-viée d‘o

2, Puge bist dAy-da tin-tite vé& cdc chlidng-tnnhf tﬁ"-‘chfz’c,

va thi-tue eda cde cd-quan ; vi
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3. Bufdc huanduyen de, ap- dung chinh-sich tai-chinh cia
Tong-thong :

- Ta khéng thé ndi rd so-hio‘ng nhantvién cla mot phong
ngan-sach trung—u!dng phdi nh? the no. Pay 13 mét diéu
tu-nhién ¢6 thé blet sau mét thdi-gian thuc-hanh cong viee.
Pén day tbi xin n01 rang theo quan—dlem cla riéng t01
Phong Ngan-sach cda Chmhuphu ‘Viét-Nam hlen nay TAt
th1eu nhan-vién. Phong nay phai dude tang-cudng va hufdng
vé mot hl:(dng mdi.

Diéu quan-trong hdn hét-vé nhan-vién Phong Ngan-
sach Trung—tfdng 1a nhﬁ'ng ngufal nay phai 14 nhl?ng ngu’al |
thue=sd hiéu va u’a—thmh nhu’ng vin-¢é ma cd-quan phai
dbi-phd. Quan—mem mdi cho rang ta nén de cho mot vién
thanh-tra quan-sat riéng mot 6 cd—quan va chlidng—trmh
&€ cho vién-chite nay d‘lidc hidu thiu.cde vAn-dé ctia cd-
guan ay. Vién-chife nay cé nhiém-vy glup cho cg-quan do
hodn-thanh du?dc nhiém-vu ctia ho’; ndi mot chch khde, thi'
vién-chilc 4y ciing nhu mét éng trang—sd blen-ho cho cd-
guan do. .

Vlen-chlic nay, vdl tu-cdch la d’al-dlen etia Tong-thong,
con co bon-phan phe-bmh nhu'ng khuyet-chem va khuyen-
cdo cit bt hoiic bai bd- nhu’ng chtfo‘ng-trmh va hoat-déng
khéng con quan-trong hay ¢An-thiét nifa. -

Giai-doan tBi- chung cua sy k1em-d‘1em ngan-sach d1—
nhién, 13 thuoc quyén Tong-thong Neu cac g1a1-d'oan Xhéi
dau chuan—bl va kleom-chem dude thi-hanh d‘u‘ng—d‘an thi
cbng viée kidm-soat cua Téng-thong chi 13 de lay 1é ma
thoi. Tuy nhién cung cé ddi khi mot vai v&n-d¢ lién-can
dén chmh—-sach cin-bin dude neu 1én va nhlfng van-:ie nay
s& dude Tong—thong glal-quyet trong g1a1~d”oan chot cua sy
klem-dlem

(c) Kiém-diém tqi Québc-hoi L;ip-phcip.- .Tfrong nhifng cd-ciu
cbng-quyén gém mét vién lap-phéin‘ &8 duge thidt-l4p va

. dang hoat -dong, thi mot- trong nhu‘ng nhiém-vy quan-trong
nhat cua vién . nay 13 kigm-disdh va thong-qua ngan-sach
Chmh cac quoc—gla dén-chll theo thu-tuc nay ag klem soat

cac chlnh-sach cua nganh hanh-chénh. Quoc—hox, bang cach
chuan—y hay gitt lai nhu’ng righn-khodn theo hinh-thic sung-
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128 ‘Mot vii eye-dién cua cong vide
dung, co the chap-thuan hoac bac-bo nhing - chlfdng-trmh
hay chinth-séch cla chinh-ph& va Anh-hwdng tdi du’dng 161
clia chlnh-phu

V1 cae hoat dong cua nhtfng chmh-phu tan-tlen ngay
nay rat phu'c-tap, nén tai nhiéu quoc-gla a3 cb y-muon cdi-
tién sy. klem-diem ngan-sach Cde uyﬂban ctia Qudc-héi
nhiéu khi qua chuyen-chu dén nhiing chi-tiét vé nha.n-\nen

. vE vat- dung hdn 1a gldl-dmh nhiém-vu kiém-diém cla ho
3 nhu’ng chinh-séch va chufdng-trmh bao—quat Pay la mot
“trong nhu’ng 1y-do chinh khién ta pha1 co mét su chuan—bl
ngan -sach tt dep. Ta: hay h1-vong rang Quéc-hsi Vlet-Na.m
s€ tranh thitng khuyét-didm doé vi gay nén mét he-thong
klem-d_lem ngan-sich hitu-hidu. |

(d) Kiém-diém do 1di cong«-chung "Tuy thd-tuc nay khong cd
. tmh~cach bd bude, nhung & nhﬁng quéc-gia ma bdo-chi’ va
cac phlfdng-tlen thong-tm khéc khéng, bi ¥iém-sodt, thi
ngu’dl cong-dan co thé kifm-sodt’ duge ngan-sach ¢ glal-d‘oan
_tm—chung Sy bing long hay khong bing 10ng cua nhin-
dan dsivdi ngan-sach mot nam se cé anh- hd&ng &én 14 phidu
cla ho trong ky bo tham n¥m sau. Va day d1-nh1en la dén-
chu chu—nghla phat 18 g trmh—do glan-dl nhﬁt vi no cho
ngddl cong—dan dlidc dlp bay td quan-&iém cda ho trong
cdc van-d8 cha qudc-gia.

Thi-hanh, .

Mgt khi ngin-séch dd dude To'hg-thohg,' thudng khi véi dé-
nghi cla mot ho:—dong hay la Quoc—hm — chap-thuan thi thi-tuc
thi-hanh bit dau .Tai nhiéy quoc-g1a k& ca Viet-Nam hinh nhu"
thu—tuc nay gan nhu 12 mét chridng-ngal-vat Ta thudng nhén thay
c6 nhidu thi-loai sung-dung 1am cho cdc cd-quan lién-hé khd ma
hoan-thanh dude céng viée,

Quan-nlem md1 vé su thi-hanh ngén- -sach cho rang thu—tuc
phai duge hét sitc g1an-d1 d¢ 1am cho cc:-ng-v1ec cua chmh—phu dude
thi-hanh mau le; tuy vay nhiing si kiém-so4t vin phal dude chit.
che va khong the ma duong cho’sy gian-14n. Ba yeu-to quan-trong
rhit trong thi-tuc thi-hanh ngén-sach la:

a) I-It_e-thong 1Idc-ch1,
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(@)

b) Trach-nhiém clia cd-quan, va
) Ké-todn va tudng ~trinh.

He-thcmg ltoc-chz Tuy nhleu vién-chufe trong chmh—phu
hinh nht ctt nghl rang 26 bao nhiéu tién thi phai tiéu cho
hét, mot sy sung dung ngan-khoan chi’ 14 mdét su‘ cho phép
tleu chd tién cén diung ma th01 Dung-cy’ chmh trong su
kiém-soat chi-phi' 13 he-thong wde-chi, He-thong nay trdnh

+ -cho ta nan tiéu qud han va bdo-dam su chi-tién nhim cc

(b)

muc—p‘meu du-dinh ma théi.

Nga.y sau khi sy sungudung dude chuan-y, Co‘-qu&n
Ngan-sach Trung-—l.fdng phai gl nhu‘ng bing ude-chi di cac
nd1 Trén nhitng bhang nay, cd-quan 11en-he s€ blen nhu‘ng

“s6 tién va muc-phleu khlen phdi dung nhlfng s6 tién dd.

Cac kho2n Wdc-chi thlfo’ng dung cho ting ba thang mot tuy
cd a6l khl co phap-chg’ bét 1am g¢ dyng cho tu’ng thang mat.
Thdi-biéu uce-chi phii chu'ng—to durde rang cée ngan—khoan

. dudc chia déu trong n¥m d€ trdnh sy thidu hut cudi nim.

Thém vao cyc-dién thdi-gian, thdl—bleu ude-chi con

‘phal ké rd muc-phleu va rnuc-dfch clia nhffng st chi-tiéu’

dé. Khi nhiing bang thdi-bida na;,r duige gt trd lai cd-quan
trung-l.tdng, thi co'uquan nay phal phan-tich nhifng bang 3 ay

_ xem co an déng qéu vai cac thang khac trong nim va Xem

nhifng muc-phleu va mye-dich ¢d dude phu-hdp voi cac ké-

hoach dude ’Ermh bay trong van-klen vé ngan-sach hay

khong Sut kiém-diém ngan-sach nay r&t 1a cAh-thiét &€ cho
cae ngan—khoan dude tiéu cho muc—phleu dg dy-dinh.

Neu thdl-bleu cIung hay sau khi sia cho d:ung — th1 .

g€ !:'ﬁigic chuan-y Thlfdng-thu‘o‘ng thi ban chinh s& du!oc gu.l

v& phdng ké“toan trung-udng vi mot ban sao dude guli cho
ed-quan lién-hé, 13 cd-quan duge quyén chi.

Trach-nhiém cua co’-qucm Mot khi th6‘1~b1eu Wde-chi di
dudc chap-thuan thi cd-quan hen hé ¢o trach—nhlem thi-
hanh chu'o‘ng—trmh Trong su quan -tri ngan—sach ngay nay,
cd—quan eong-tac cd toan-quyen chi-tidu trong pham-m meg
wdc-chi va thl-hanh chu’dng-trmh da dude chap«thuan

Ngay nay, ngudi ta mdi ngay mdt nhén- dinh dude ro
ring thém rang mét he—thong sung—dung tién-xét nhu &



130  Mét vai cuc-dién eda céng viée
Vi{at—Nam chi 13m chim tr€ cde thi-tuc va vé sau. khéng
klern-soat dude cac chi-khodn mot cach hf'ﬁl-hmn Quan-
trong hdn, 12 cd-quan cong—tac se mAt mét p‘han trdch-
nhlem, va trach—nhmm ay s& chuyen qua tay ¢de nhan-vién
phu—ta la nhu’ng nglfd1 co 601 khi chi quar-tdm -dén hmh—-‘
thite hon 1a déh tha-chat cla su chi.

Bay gic cac hoc-gia chuyén vé mon quan-tn ngannsach
quan-niém rang co‘-quan cong-tac phal duge quyen quyet—
dinh trorig pham-w ctla minh v& phdi chiu trach-nhiém v&
nhing hoat—dfong clia minh.

() Phong ke~tocm v& bdo-cdo tmng-wdng Cac cd-quan cong—
tace pha1 chiu trach—nh1em cin-ct vao nhlfng su ghl-chu cda
he-thong ké-toan trung-tfdng Nhy da ndi trong mét doan
tru’dc ban chinh cfia thdi-bidu wdc-chi d’lio'c gu’1 cho phong
ké-todn trung—u’ohg dé& phong nay ghi s8 trong m&i trucng-
hdp lién-hé dén mdi cd-quan,

Khi mét cd-quan muén tidu mét 58 tiéh, ed-quan nay
- 5& phai- gu’z mot van klen tdi Phong Ke—toan Trungdu’dng &é

phong nay bist chic rang nganukhoan ay co san trong ngan— o

_ sach, va muc-phiéu ¢ta khoan-chi ay da dude phé- ~chudh.

Phéng Ké“todn Trung—ﬁdng khong co bon-phan pha1 ¢ol
xét nhung ddn xin chi-khodn cé dling dan hay thiél dh'ng
dan. Bon—phan nay la«clia co—quan xin chi-khodn. Néu sach
ké-todn cla co-quan chu‘ng—to rang cd-quan nay con dd
ngan—each cho muc—ghleu cta chl-khoan kia, th1 ddn-vi ké-

. toan chr’ viée chap~nhan ddn & ay Tuy nhlen neu ddn-vi nay

thay co d‘1eu gl sai th1 cung khong hnbg y quyet-d’mh mi sé

| glil ddn ay vé cd—quan lién-hé d&'xin glalhthlch hay gdi ddn

" &6 cho Cd-guah Ngin-sach Trung-iidng kidm xét va difu-
tra. ’ ) ’

Phong Ke‘—toén Trung-wong khong phai 1a cd—quan t8i-
cao cia- chmh—phu Phong nay chi ghl-chu cac SII-the va

. ttfdng~tr1nh nhifng su‘-the nay 1én cho cac nha quan-doc
hifu-trach. Phong nay phal twong-trinh theo han-ky cho cac
‘cd-quan hLm-trach g€ cac cd-quan nay co the ciin-cif vao
d6 ma quyet -dinh.
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Tom i;&t.

Nhu?ng &iéu via trinh bay & trén 1A nhifng didm chinh trong '
khai-niém quan—tn ngan—sach ngay nay. Theo kha1—n1em nay thi-
Tong—thong co trach—nh1em tcu-chung phat—trlen cde .chinh-sdch
va mue-phidu chung cua to- chu!c chmh—phu Ngan-sach da trd
nén mét phudng-tién tlch-cu’c cua nginh quan-doe vi - klem—soat
hanh- chanh hon 1a mot thit dung-cu txeu cu?c aé g1c$1-han edce khodn
chi. le tinh-cach 2y, ngan—sac:h c:o the glup dd ede co’~quan cong—
tac xu-dung dude ngan-khodn xuit cho minh tiéu mqt cdch thich-
hdp.-

Qu1-v1 chac con nhd nam nguyen—tac ma t01 néi lic ban déu.
T6i tm—tu?dng rang cude thao—luan nay d‘a chu’ng~nnnh dude nim
nguyen-tac ay Bay g1d toi chi xin héi qu1-v1 rang he-thong hién-
ta1 cla Vigt-Nam cé nhu viy ha.yr khong ? Né&u khong, ‘thi’ gii-vi
cu nghl rang mét vai cuc—dlen g thé dude thay d8i theo c‘IIIE)‘ng'
101 ma t6i wira trmh-bay hay khong ? N&u co thi dau la khuyet—
digm trong" he-thong ngan—sa.ch hién-~tai ? Va ta nén s@a doi nhiing
khuyet—dlem 4y nhu thé ndo ?
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ix CAP CHI-HUY VA HE - THONG

NHAN VIEN
David L. Wood

Djnhlnghfa céc danh-tu.

Frude het t6i hiy xin dmh-nghla cac danh-tif diing trong dé-tai
thao-luan hom nhay.. 161 cung Xin gxdx-chnh pham—v1 thdo-ludn hém
nay vé «cép chl-.huy chmh-quyen dan-sy va hé-théhg nhan-v:ten
cong-vy ». Mbt sy thdo-lujn vé cong-wec quan—trl nhan-vxen & dia-
hat kmh—doanh tu’-nhan se khéng khac may, nhat 13 nédu ta xem
vAn-a& nay t ‘con mat clla mét ngu’d1 My E)ay 13 mét cha-hat it
dude chmh—phu va cde nha ky-nghé trao-d6i rat nhleu ve y—klen
"cing nhu chuyén-vién. Cac hdp-doanh va cong—ty My 18n cd nhlfng
so nhéan-vién tu’dng-&l.fdng v4i s6 nhan-vién cda chmh—phu va cung
¢o mot he-théng quan—tn nhan-vién {udng-iy nhu he-+hong cla
chmh—phu .

. @) Cap chz—h*u.y

Chit « chl-huy » nhidu khi ch1 du’dc dung vdl mdt nghia
rit ec-hep a8 chl—dmh mot mufc dd rit cao vé& quyen-han
Riéng cho hém nay, t61 muén xin de-nghl ding ch « Chl-
huy » vo‘»l mot y-nghla rong-reu hon. Cap nay baoc-gém qux-m

- clng het thdy cac ddn-doc.vién khdc co nh1em—vu quy—dmh
cong—tac va khuyen—nghl hodc tan-thanh cac blen-phap ve
chinh-s4ch nhan~v1€n llen-quan tdi cong-chite. '

b) Nhin-vién

Danh-t0 « nhan-vién » s& bao-goh céc cong~chl?c chinh-
ngach cong—nhat hay ludng—khoan cda chmh-phu Viét-Nam
_cung nhu’ nhu‘ng nhan-vién cbmh—thu'e bat- c:hnh—ky va tam-
thdi ctia chmh-phu My, khong phan—blet ai. TE)l se cd g1a1-
thich danh—ttf mot cach dung hdn néu cé dxp ndi t3i nhu’ng '
sif khae b1et trOng cdc loai nhan-vién d0 vé van-dé ird Iudng
hay phu-—cap cua tung loai.



§36  Cib chithuy vi hé-thong nhan-vién

¢) Hé-théng nhén-vidn

« Hé-théng nhan-vxen » gém t4t ca nhling dleu-luat
huan—lenh va chmh-sach lién-quan mot cach trdc-txep hay
gian-tigp dén sy thuy- dung nhén.vidn va nhu‘ng cd—quan, don-
vi cung ca-nhén lam viéc cho chmh-quyen ae kien-tao va
quan—tn nhling d:eu~1uat va chmh—sach ay Tm s€ co gang
dung nhu’ng danh-tu « quan-tn nhan—vmn» dé€ chi nhu‘ng
ngusi cd bon-phan thi-hdnh céc chinh-sich va diu-kién
eong—vu ma théi.

Nhu*ng dmh-nghla ma téi vu’a xuét-trinh cun qu1-v1,
cd mot y-nghxa it rong v1 ' ta cd the ding mét ch( 2 ay &g clu
nhiéu nhu‘ng cong-tac glong nhau. Ta1 VletuNam, nhifu vin:
ag bao—gom ben trong cde d‘.leu—luat trong khi & Hoa-Ky thi
duge "gla1-quyet bdl cac wen-chlic nhan-vwn—vu Tai Hoa—Ky, i
he-thong cong—chu’c chi ¢d nhu'ng phap-che téng-quat tu‘dng-
iy nhu nhu’ng phap- -ch& cla cde ko trung—ufdng va cde tod
Bal—bleu 3 Viét-Nam ; song nhu’ng phap-che ay cung du‘dc
ap-dung cho cac nhan-v1en a cap-hang thap kém nhat tai cac
lang mac nhd bé hhat.

) San khi 43 dmh—-nghm may danh-td dung trong ban
tﬁdng-trmh nay, gid t01 xm trinh-bay cach—thtfc ma 8} dé-
nghi, a& thao-luan vé van-gé nay

Céch thuc thﬁo-luﬁn.

Su’ quan-tri nhan—wen 14 mot edng viée lidn-quan tdi nhan-smh
va vi vay Khong the nao dude coi nhu mot khoa-hoc nhu cdc khoa-
hoc khac Su? thlch-u’ng cde ca-nhén vdi cde didu-kién nhin-céch
va vdx cac van-aé, 13 bl-quyet dua ta dén thanh—cong thu‘c—sd trong
da-sb cac g1a1-doan qua.n—doc nhan-v1en Tuy nhién, ta cd thé dat
con ngu’o‘l theo ting thir loai va cling cé thé’ tidn-dodn thai-&6 cua
ngu?o‘x ta- tdi mét muyc-d§ nio ; va mét glal-phap can-ban hop-ly 13
@i rat cAn-thidt trong eéng cudge dd—thao va quan-tn mot chudng-
trihh v& nhén-vién hen—he &én 50.000 ngu’dl

Vi vay, t01 xin quy vi chiéu hém nay va thmh-thoang ve sau
cling nghi tai van-d‘e cong—chlfc vdl nhilng danh-tit v6 ca—tmh tua
nhu? la khi -nghl tdi cac may mae va vit-lidéu ma ho pha1 dung
pe lay mot ty -du cu—the & nganh ky—nghe tu‘-nhan, t01 xin quy-v1

hiy. thit tu‘dng-tddng minh 14 mot nha thiu-khodn cd ky-két mét

r—n-
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. ban glao-keo bit mith pha1 xay 36 can. nhi glong nhau nhy due.

Neu ta mudn dude nhleu 1a1, th1 ta.phdi thué kién-trdc-su v& mot
kleu, dung chung cho tat ca cac tod nha va mua ngay mot luc s6
go can-thlet de 1am t4t ca 36 toa nha kia. Ta cling phéi quyét—dmh

. pha1 dung td bao nhiéu cong-nhan va dung ho trong bao lau. Ta

nén dung mdt 58 bao nhzeu thg moc a& 1am ca 36 Lcan nha mét-

Juc th1 hdn nhu'ng néu ta khong co &4 thg gidi-thi ta hay luén- - < )

chuyen 50  thd gidi & 1am hém nay d nha. nay- ngay mai & nha khac
va de cho‘ nhitng thg phy lam tlep édng vide tha nhu'ng ngu'dl kia.

. R4t it cd-quan chmh—phu ¢é nhiing van—de cu—the va g[an—dl
bang van-de clia nguoi’ thdu khodn nay ; nhﬁ‘ng nguyen—téc ap-dung
van tl,fdng-tlr Theo quan—chem khoa-hoc, nhlem-vu cai he-thong‘
cong-chu'c chi 12 quy-dmh cac cong vige. phal 13m, tim kiém nhffng
ngddl ¢6 nhidu kha-nang nhat 3¢ lam nhtfng cong v1ec do, va x8p
dit cac d1eu-k1en lam viée va lddng bong sao cho méi nha.n—v1en
lfa—thlch cong v1ec, lam viée mot cach can-cu, dung hét nang—lu’c
va tif tim cdch cdi-thién ceng viée ¢la minh,

Quy vi, vdi tu‘-cac-h 1a nhu‘ng nha ch:t—huy, pha1 qpan-tam d'én
clng viée nay v1 quy vi co trach-nhlem tién-hanh vi hoan—thanh

moi cong—tac vdi 6 nhin-vién do hé-théng nhan-wen cung-cap
cho quy vi. -

Quy vi s€ thay kho ma quan—mem cde cong—tac va nhan-wen
mét cdch «vé-cd-tinh» vi quy i mbi ngay phai- g1a1-quyet cée
va.n—d‘e dac-bxet vai nhu’ng nhan-v1en ma quy vi coi nhtf ban-hﬁ"u
hay it ra cung nhu nhu'ng ngusi guen biét. Quy vi chi’ ¢4 mat thaix
dd « vo- ~cA-tinh » khi quy vi luon luén. coi nhilng ehlic-vu nhu‘ 1a
nhiing sy-kién cu-thé, theo vdi dinh-nghla sau day :

« Mot chu’c-vu la mét 56 nhu?ng tithiém-vu va trach—n}uem du'ge
cap tren glao-pho cho mét ngli‘dl va pha1 du‘dc ngdﬁl iy hoan-thanh
vdl tat ca kha-ning. Mot chlic-vu co the 1a trlfo‘ng-—ky hay tam-
thd:, lam viée tron ngay hay mbt b gld trong ngay, va co the co
ngu‘5'1 gl hay chita €4 ngddl glu‘ ».

Ay
%

y
Quan-diém.

Vzet~Nam hxen dang trong thdx—ky phat-tmen he-thong cong-
“chite quéc-gia. Vi vdy mét . vai quyet -dinh chinh-sdch bao-quat
pha1 duge th1-hanh trong, thé‘l-ky hen-quan téi s glaO-thlep gm‘a
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cip chl-huy va heuthong nhin-vién trong mdi glal-doan chuyen- '

mén clia cong-viée quan~tr1 fthan-vién, ma t6i ¢é y-dinh thio-ludn
hém nay .

Trlidc hét t6i cdh phai « dodn trude nhlfng diga xay ra trong
tddng-lm » Vi man phep Iua chon mdét g1a1-phap trong mdi tru:dng-

hgp d&1am cho cude thao-luan nay them phan glan—dl M&i su’ Iya -

chon nay ohi tidu-bidu cho quan-diem éla riéng toi va cin-ci¥ tren,

nhilng sy nhan—d’mh cua t6i v& Vidt-Nam theo nhu’ng tleu-chuan
éd duge n.hm—nhan S kh#p moi ndi ; nhuhg t51 phdi xin quy vi nhd
rang ‘tmh—hmh ¢ Viét-Nam c6 -nhigu cuc—dlén ma .tdi- chua b1et
o the bién-minh cho sy Ita chon khae thlch-dang hoan.

@) T6i bt &&u tu sy udc- dinh rang Vlet~Nam mush phai:-trlen
he—thong nhan-vién bang cach thay a1 thlch-u’ng c:ac hé-
théhg co-truyen (do qua—khd thuoc-dla vi quan-liéu de 1a1)
hon 13 muéh thlet—lap mot he—thong hodn-todn mdi mé.

Viét-Nam con cdn sy giip-ad cla nhu’ng vién-chite lau .

nam kmh~ngh1em Va toi tmutlfc";‘ng rang cac cong-chu'c
Vlet—Nam sé khong phan-dm ‘nhirng s thay &5 vi thai-db
ay cé thé s€ 1am cho bude diu cong viée cai-cach thém
phan khé-khin.

b) Téi u’dc—dmh rang Viét-Nam mong muén cé mbt he-thong
, conguchu‘c t1ch-cu‘c hon 1a tiéu-~cye.

Mai cho dén ching nam 1914, he«tho’hg nhin-vién cda
nhiéh qué;—gla tren the-gldl hay con tidu-cyc — nghia 13,

nhiém-vu chinh cda ho chi co 1A phong nglfa nhifng sy.

thiu-nap, théng thlfdng va thii-héi cong—chu‘c mc-t cacn
khéng hdp -phap vi Iy do chmh—trl Tu’ ngay do, cac qudc-
gia ddu co khuynh—hdo‘ng té-chife cde hé-théng nhén-vién
mot cach tich-cie. Cdc hé-théng nhin-vién cing ngiy cang
gitp & thém cdc vi chi-huy trong sy tuyén-dung va do-
tao chuyén-vién, duy-tri mot tinh-thin phue-vu cao va
khuyén-khich clng w0c-dinh ddi céng-chic cia cic nhén-

vién.
Nhu—cau hién-tai cua Vlet—N am trong su’ banh—trufdng va phatu
trigh cac cd-quan cong-quyen cung gmng nhli nhu-cdu ma The—gldl

Bal—chlen I ua tao ra cho chmh-phu cée nude 'I‘ay-phufdng va phat- '

khéi khuynh-hudng ¢ t6i mot hé-théng nhin-vién_tich-cye.

a—
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Anh—hu'dng chmh-trl khéng the va khong dude la mot’ méi

‘-ham-doa chb nén Cong-vu nhut trude kia. Vi cdc cong viee trong

chmh-phu cang ngiy cang chuyen—mon th&m nén cdng-chie cing

'phau co tai chuyen—mon « Cac nha chmh—khach » cang ngay cang
-h:teu Iang sy giup tim vige cho mgt trong s6 10 ngu’dl ban cia minh

chi « cho rmnh thém mgt i v,o dn va 9 k& thil ».

He-thong « van-phong » o‘ m01 bo ‘tai Viét-Nam lam cho nhu’nd
su bo-nhlem « chlnh—trl » trd nén chmh-d‘ang va lam léch cac ap-

Iu'e chmh—trl @2 nén trén nén Céng-vu & mét vai quo’é—gla khdc
nhu & Hda-Ky.

c) Toi u‘o'c-dmh rz}:ing it ra tfong nhffng tl'nh—trang hién-tai,
!Vlet-Nam mudn d‘ao~tao nhu’ng cong-chu’c co chuyen-mon
hon 1& nhu’ng ngu’dx g101 todn thé, d Hoa-Ky, cdé ed-sd lin- .
bang va d1a-_phu’dng déu theo ly—thuyet mdi nay Luc-quan,
thiy- quan va bé Ngoai-giao clia Hoa-Ky thi van theo 1y-
'thuyet cd, va van hoat- d‘ong nhu & Vlet-Nam d Hoa—Ky

. chung t61 van con hai phe dm—lap chi cha’ ly—thuyet clia ho

13 ding ma thoi. Nhu’ng nglid1 choug-che ly-thuyet chuyen-
mon vién rang: 1y-thuyét nay. huy-hoal yéutd klch-thlch
vi ¢é nhleu chlfc-vu khong phu‘dng thing trét, Phla bén
kia lai ndi rang ly-thuyet dm-phu?dng\ huy-hoal yeu-t8
kich-thich vi cho ring sy thing thlfdng khong con tuy-
thude cbng-tac nia. He—thong nhan-v1en My bi chi-trich 13 -
'qua chuyen-mon-hoa vh cdch day it 14u, mét ban bio-cdo

- gu?:. quoc-hm My da khuyemnghl sut thlet-lap mot chite-vu
) hanh-chihh cao-cdp ¢ mbi di nganh nhut chufc dﬁ'c-SLf 3
* Viet-Nam. B6 Ngoai-giao- My b1 chl-trlch 13 ‘eo - tap-quan
' tu’-tuc nhan-v1en va, mit bén tu?dng—trmh ‘dé 1én quoc-hm .
da khuyen—nghl thau—nap them chuyen—wen tal-can 3 cac"
cap irung va cac cap cao hdn. : =
Sl.f thé& rang cude tranh—chap gita hal ly-thuyet nay van

con tlep-tuc & nhleu ndi va chu?a duge’ haan-toan gidizquyét

co the 12 mot bang—chung £ rang he-thong nhan-wen nén
gll.f ci hai lynthuyet va ding nhu‘ng ly-thuyet ay sao cho
co hleu-qua nhat Su—klen nay rat co the ding cho cdc nude o
‘nho, khi ho chl c6 mot vai chu’c—vu Tt chuyen—mon khéng
cdn -dén su thlet-lap ra mét ngach nhu & cde nude 18n hon.
Du hoach-dinh cua Viét-Nam thé& nio v& vhh-dé&- nay,
 tot cung Xin- de-nghl rang s’ thiéu hut chuyén-vién trong,
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chmh-quyen Vlet—Nam hién-tai bat ta nen chon ly-thuyet‘ .
chuyén-mén vi rang cac’ chuyen-wen ¢d the dide .dao-tao
mau le hdn 13 cde nhién-vién gidi todn thé. )

d) Toi cling u‘dc-—dmh trang pham vi puo1 noi chuyen.hom nay
rang Vlet-Nam u’a-thlch moét he—thong phan-phm hon 14 mét
he-thong tap-trung v& phin-vien va nhu’ viy la lam theo
khuynh-hli'dng tap-trtmg chinh-sich va phan-phm cong-tac
dang dudc ap~dung 8 khap moi ndi trén *the~g161

Tuy nh:cen Viét-Natn cung nén co mot su tap-trung
ve he-thong bdo-cdo va hiu-tru' céng-viin, vi do 13 didu cot-
yéu de th1et lap mot chmh—sach thufc-te chung cho Quoc-
Gia va de cd nhu‘ng ke—hoach phm-&mh cong-tac met cach
hleu-qua hdn. -Trude khi. Jgua glm-doan phodi-dinh, thi' sy
“tidu-chudn-hda cde cdng-tac va sy huan-luyen chuyen—men
phal d\idc hoin-thanh xong VA sau glaz—d'oan phm-dmh ta
‘pha1 cd mot he-thﬁng kidm-sodt dinh-ky h&u-hleu

T61- cung xin ndi rang trung mot thoi-ky thleu chuyen—
v1en ta nén-eo mot ‘cong-guyén- tap-trung e’

1. Quyet-dmh su u’u-tlen chn dung chuyen-wen gm'a
cac cd—quan, va .

2. Bao-ve quyén dude: tdi-dung va. thang thdfdng cla
nhu'ng ngu'dl cong—chli'c t1nh-nguyen xin dudc chuyen—glao
sang gi nhu’ng chu'c:-vu md1 ‘thay tam-thot .4&" "phat-trien "
chu’dng-tnnh chung cla quoc—gla

r

Su c'('ing-tac giu’a cip chi-huy vz‘: h'é-thﬁng nhin-vién:

Téi xin man phép nhac lai vdl quy-v1 rang d&'tai- bubi thio-
Iuan ngay hém nay 1a « Cap chl-huy 'ua he-thong nhan—wen » Co
nhiélx khi ngay trong mét chmh-phu cac nha chl-huy va cdc nhén-.
. v1en-vu lai mudn thio—luan ) nhu‘ng d’e—ta1 ¢ Cap clu—huy nghzch .
v he-thong nhan-men ». Mot su cong—tac tich-cic v hé-tudng.
BRE blen-phap duy-nhat &€ trénh nhu:ng sy khéng - hay dc. D hé-
thong edng-chife cd theo khuynh—htfo’ng ndo, va- dl cd mét chinh-
sach dac-blet nao Guge chap-nhan thi sd thanh- cong hay thabbai
cla cdc chlrdng-tnnh cung tuy-thuoc & tmh-thﬁn edng:tac nay.

Cap cht-huy pha1 het su’c co-gang 61 tlm nhu'ng bl,en—phap tot
dep glm—quyet nhu’ng van-d‘e ¢é-nhén, clla nhu’ng nglit'h 1am viée
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dwdi quyen ho Vién-chifc nhén-vién vy phii, va chinh ra nén lam
cho t4t ca cac cong—chdc dudc hu‘&ng mot su dox-&au theo dlng vd1
qu1-che cla ho. Mai ngusi pha1 hidu quan—t.’hem cla ngd31 khac
&& t1_nh-than cong-tac dude bao—vg. o 13 Iy-do vi sao t6i d& nhén-
manh phu’dng-dién vécé-tith khi ndi chuyén véi nhffng e3p chi-
huy va vi sao t6i s& nhén manh phitdng-dién ca-nhan khi ndi chuyen
voi cae v1en~chiic nhan-v1en—vu

Quyen-ldx cla ta cling bat ta nén cd tinh-than cung—tac Nha -
chl-huy nao da khong cong-tde bang cach dung dén mot ngoal-le
khong hdpﬂly vii dicu-1¢ chung dé& glal-quyet mot van-de s€ thay
minh tu nhién cd thém nim vén-dé khac ph'zn glal-quyet Ngude:
lai, he—thong nhén-vién nao phu—nhan nhu-cu hdp-ly clia nhu.’ng .
quy-tac le.-ngoau hay su' stz doi tonguquat s b1 vugt qua va se thay
rang cb nhu’ng nha chl-huy tim cach thay a6i dude tinh-th&h, nél
khéng 1a vin-th& cda nhu’ng dicu-18 -do.

Sy cong—tac nay cd thd co tlnh—cach chmh-thu’c, nhu khi ‘ede
vién-chile nhan-v:en-vu va cap chz-huyr cung héi hop trong nhu‘ng
uy-ban- cong—chu’c dia-phudng hay toan—quoc, kh1 céc diu-an chinh-
sach vé vih-gé nhan—wen d.'u’dc dua 1én nha ch1-huy aé ho1-y hay
kh1 nhu’ng nha chl-huy cho cac v1en chﬂc nhén-vién-vy biét nhu-
ciu cla "ho vé dia-hat nhan—v1en as chuan—nhan )

Sy cong-tac ¢S thé cd tmh-cach khéng chmh-thu?c, nhu trong
cac "buo1 hm—hop nhan—v1en ch1 dao, va cdc cade ban-ludn gitta
cde cdp chl-huy va cée VIenLchu’c nhan—v1en—vu, va dmh—d’oat khl'
nio nhém niy s€ binh-luin vdi cde nhan-vién ye cong-tac cia nhom
k1a Ca hai thii'—loal cong—tac nady phai nén dude ap-dung va phét-
triéh. Sy cong-tac co tinh-cdch khéng chlnh-thu'c pha.l dude chii-
trong dac—blet vi ngtfdl ta thlidng coi thufdng tinh cAch quan—trong
cda no - . .o

o

Tong-qul-che cong—vu Vlet-Nam va cac qm—che riéng tLing
ngach da khuyen—khu:h sif cong-tac nay bang cach 14p ra nhung
{y-ban hon-htjp co de_u—b1eu chia cd hai cip cl'uuhuy va nhén-vién vy,
Sy c'ong-téc nay lai cang dude dé& azi them vi phong nhén-vién bao
g1d cing dude &4t ghn phong lam viée cua nhi chl-huy chmh clia
méi co quan. Vi nhitng dxeu-klen thuan-t1en nay, cac nha clu-huy -
v cdc vién-chie nhan-v1en vy phal biét 1gi-dung de phuc-vu quyén-
1di chung. .
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Nhiing yéh-té’ cin-ban ‘cua hé-th&’ng‘ nhin-vién,
Mot he—thong nhan—v1en toan-quéc t5t dep pha1 cd nhu'ng yeu—to
' gi ?PE1am bai thuyet—trmh hém nay, t8i xin két-h¢p nhing chifeivy
v& nhin-vién thanh céc thy loai sau ddy : _
1. Nhu':;g ‘thu-tl_lc va mot hg—thong_ coqg—vé'n diy-di va tidu-
chuan-hda.

+ 2. Chinh-sich cdn-ci? trén mot s’ thau hleu nhu‘ng didi-kidn
hién-tai.

3. Du-thao tritde ke-hoach vé nhan—wen cho cdc cd-Guan va
chu’dng-trmh mdi,

4. Tuyen—mo nhan—wen mot cich tlch-cu‘c va vo-tur.
5. Lira chon va bo-nhIem nhén-vién theo k.ha-nang cta ho
6. Huan—luyen aé phat—-trlen kha-nang

1. Xu‘-dung mét cach tm—da nhling kha—nang hlen b : dung.

: blen phap phu—cap a¢ khuyen—kluch nang—xuat chuan—b1
cac didu-kién 1am viéc thuan-*tlen thang-thu’dng can-cu trén
ket-qua va kinh-nghiém ;- sy tlen phat lau da.l cla cac cong
chile. . « - '

8. Mét chudng-trinh xa-thai hdp-ly RS

Bay glo‘ téi xin thao-luan tu‘ng khoan nay mot cach d‘ay dd
hdn :

1 Ho-sd g?’u chep - Nhling ho-sd ghi chep vé nhan-wen gém
co ba loai, can ot theo nguyen—tac chife-vu va theo ’khd-ning :

a) Ba'ng ghz cap-‘ngach gom co cac d’o—bleu to-chu’c hay
danh-sdch nhu?ng chdc-vu d‘tidc ¢o {rong mot co‘-q‘uan hay :
mdt don-vi ; thuf~10a1 chu‘cwvu theo mt f:leu-chuan chung_ .
va nhiém-vu ca nhan, .

. b) Ho-so ghi thanh-ttch ca—‘nha'n gom ddn xin VJ.EC, cac chu’ng- )
minh-thu {glay khai-sinh, glay quoc—tmh trmh d6 gido-
duc, tmh«trang quan-dwh) gity bo-nhlem, cde ban tué’ng- :
tI:mh vé ebng viéc 1am cung nhung su thay ast trong su
%&p hang va Iudng-béng cda nhan—wen ay e T

) chg ghi dde U bo-nhzem gom co mot ba.ng nhan-v1en
va nhu!ng ttfdng-trmh tu'ng d‘lnh-ky vé nhan—v:en (de
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trmh-bay & sb nhan-v1en va cac chufc-vu dudc GAm-
nhlem) Nh!ing barig ghl cap ngach va bang ghi cdc SLf
'bo—nhlem 1a nhu‘ng yeu—to can—th1et ae chuan-bl va quan—
. tri ngan-sach cla quoc—g1a hay cua mot co’-quan Nhufng
hétsd ghi thanhutlch cA-nhén rat 1a can ~thiét.aé bo—nhlem. .
ho-vao cong—vzec thlch-hdp nhét’ le ta1—nang cia ho
Nhtfng ban tom—tat thanh—tlch ca—nhan Tt can cho cap
trén 4& chuanmbl sy giao wiéc, tuyennmo va huan—luyen
nhan-vién, va a& chling-mmh chmh—sach de-nghl mo thém
" _nhén-vién cho ho‘p—ly . -

2. Chinh-sdch. — Chmh-each nhan—wen Ja ket—qua ¢la nhidi
quyen—ldl bit nguon "t nhigu ndi. Cde quy-ché va nghI-dmh
ap-dung, do cac nganh lap-phap va hanh-phap caa cong-
quyen dat 3, dude th1—hanh bd1 nganh tu’—g)hap Nhuhg
quyet dmh cua bé tai- chinh thlet-lap tleu-chuan 1:.1’dng-oong'
cho hét thay cac cong—chlic Nhlfng nghi-dinh to-chu’c va in-
dinh nhitng dleu-khoan vé van-de nhén-vién, . Mbi. cd—quan
chmh—phu co the quy—dmh ch1nh~sach rleng blet vé van—de
nhan-vién, Néu bi phan-tan va gidi rde, tat ci nhu‘ng chmh—

‘sach nay sé khong glup dudce chu’o‘ng-trmh hu’dng—dan cua
cac chuyen—v1en vé v4n-d& nhain-vién cling nhtf khéng: gitip
dude cac v1en-chu’c thlia—hanh va khong glup dlfdc cho su
phat-trlen mot chmh-sach quoc-gla dong déu. Nhu’ng tmh—‘
hmh tlio‘ng-tu? g cac quoc-g1a khac a3 bit chinh-phu. nhu‘ng

. nude nay thio nhiing dleu-le vé nhin-vién (cho cde nhi
Tuit-su), nhu’ng sach mau vé nhan-v1en (cho cac chuyén-
vién) va :nhu’ng cudn so tay (cho toan—the cac nhan-wen)

Mot cuon sdch mau vé vAn.de nhan—vaen se g1up ta ‘dao-
tao mot cach mau chong chuyen—wen va giup ho dd phal tra-
odu trong cdc phong cong-—van va cac tap cong-bao khi h0c~
tap va la mot phufo‘ng—tlen ly-ttfo‘ng a8 loan-bao nhlfng chmh-
sach mo‘l hay khi nhu'ng chmh—sach dang- d‘u’dc thay d'OL Mot
cuon so tay phan-phat cho mol nlidn-vién se g1a1—quyet nhidu

" vAn-g€ tmh—than gy ra bdi su khong bidt ch1nh~sach nhan—
" vién va e the cho nhan~v1en blet nhﬁng cheu ho thic mac
d& dd cho céc nha chl-huy mét nhleu thd1—gld dan-glal cho. ho

3. Ké&hoach. — Van-de ke—hoach bat gldl chl-huy va he—thong
nhin-vién pha1 cong-tac chat ch& véi- nhau; nhat 1a trong .
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trﬁdng—-hdp th1eu chuyen—v1en Vén-aé nay bao gom su phan-
tich cach-thu’e to-chitewva cde phu'dn g-phap ap-dung, su phan—
loai cée chtfc-vu. va chtfd‘ng-trmh tuyen—mo nhan-wen

. Vlet-Nam, nhiém-vu «to- cflufc va phlidng-phap» dude giao
pho cho cé-quan Cong-Vy. 3 nhu‘ng nude khong co cd-guan -
nay thi ede chuyen-wen phan-tzch TC va PP va cac chuyen~
vién phan—loal chlfc—vu rit cén phai cong-tdc chat-che vai
nhau. '

Nhiégu thuye’t-trmh—wen khac 41 trﬁlh-ba\y cae thi-tue
TC va PP. V& phufdng—d:en n.han-wen, thi ke—hoach la:
dlnh-nghm va mé-td cac thit-loai chu’c-vu va 56 Iudng chite-
vu cAh-thiét ; ; qu1-d‘mh tnnh—do glao duc, kinh-nghiém- va
chuyen‘mon 16i-thigu de lam mm tha cong-viéc ; , gui-dinh
" sb lu’dng th1ch-hdp cho méi céng viée theo 11.fdng—b1eu chung ;
va chufh-bi nhu’ng du-én ngh.l-d'mh cho phep tuyen—mo them
nhén-vién, tu—chmh lal nhu’ng quy-che hién-hifu hay thigt-
1dp mot 1u’dng-b1eu méi chJ.eu. theo chu’c-vu cho mo1 loai thit
cong viée, ké-hoach tuyen-mo bao-gdm su quyet -dinh xem
nhling nhan-vién hién-~tai co da d:eu—klen cd thé dudde thang-
thudng hay thuyen-chuyen sang nhu‘ng chtfc-vu mbi hay
- khéng, chuﬁn—bl nhu‘ng cude thi néu ch ¢o, va st cdng-bd
viee tuyen-mo do.

Van-aé chuan-bl ke-hoach nhan-wen tu? trude TAt la ’
quan-trong, Vi né d€ cho cac nha ch1-huy co th81-g16' quyet-
dinh nhu‘ng ’men-phap v& llfdng bong va v& chu'c~vu mdi
va @& sﬁa—soan cac cude thi tuyen-lda nhin-vién bang nhu'ng
'phl.fdng-phap méi; Va nhu‘ vy sé ¢ du’ thdi gio d€ hudn-
luyén cdc nhan-vign méi tru‘dc ngay khdi sy th:-hanh mét
chlidng-tnnh hoac dung-cu mdl ti ndl Sy chuan-bl ke-hoach
phai co tmh-cach lién-tuc de cho céce cd—quan &a dude thi€t-
18p cd thé cdi-tigh dude cde nhan-vién cua ho va blen—mlnh
cho nhing dé-nghi gla-tang ngin-sach vé v1ec xin tuyen—mo
thém nhan-vién. Sy tuyen—mo, lva chon, bo-nhzem, huin-
luyén, xd—dung va sa-thai cdc nhan-wen la nhu’ng ky-thuat
chuyén-mén tbi can—he cho nhu‘ng vién-chite nhan-vxen—vu
t6i sé khong mo-ta nhu’ng ky-thuat nay trong bum thao-luan
hém nay. To6i se chi ndi tdi nhilng dieu qui v1 co the 1u’u-tam
vi 14y nhu'ng ty-du 3 My lién-quan t6i sy tim kiém gxm—phap
chung cho vAn-dé nhan-vién.
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4, Tuyen-—mo 'nhcm -vién. — d Hoa-Ky, su’ tuyen—mo nhin-vién
cho mm cap bécbao gld cling dude t1ep-tuc thl-hanh Mot Kkhi g&
quyet—dmh xong nhifng d1eu-k1en t01-th1eu vé hid'ng bong cho

- mét thu’ loai cong vide thi cac nha cl:u—hu}r tru’dc het phal
thuyen—chuyen hay thang thu’dng nhin g nhin v1én san ¢o vio
nhu?ng chlic-Vu do. Chu’c—vu trong con lai mdl tuyen—dung
ngu’d1 ngoai (ehmh-phu) vao Quyén tuyen—mo nhin-vién
thu?dng duge glao-pho cho cac ddn-w hen-he véi phan-su? la
klem-soat lai xem cic nglial méi 'Euyen co & difu-kién cin-
th1et khéng. Tuy cac cong-chife chmh-ngach thi Eﬁl‘dc u’u—tlen
thang trat hodc bo-nhzem vao-nhing chu’c-vu md1 nhu’ng tat
cd nhu'ng ngu’al nio cimg lam mét cong vige deu phal duge
hlfdng mét. dong ludng ngang nhau. Yeu-to cd thé lam cho
nhan-vién wa-thich dide vao ngach la sb ng‘nghl nhleu hdn,

: dﬁdc bao-vé chéng su sa-thai vi nhing quyen-ldl huiu-bdng ma
nhén-vién ngoal-ngach khong c‘tu‘dc hu‘dﬁng Cac cudethi tuyén-

-Iga thu?dng thlio‘ng nhim muc-dlch sat<hach klen—thlic chuyen-

‘ mon can-thlet 48 1am chlic-vu cTo, song chung t6i cung cb

. tuyen-dung nhan-vién « h1eu blet toan-the » frong dam sinh-

. vién tét ngh1ep v vio cac chu‘c-vu v3n-phong;

5. Lva chon i bo-nhzem — Cde v1en-chu‘c ch1-huy thddng
. du‘dc Ia chon thang thufcing hay bﬁ—nhlem vao mdi- chife vu
thJeu nglidl mot ngu’ch trong 3 nglidl duge de—nghl Cdc nhan-
v vmn ‘oi tuyen thu'B’ng &uidc hfu tam dac-blet 'd€ cho ho quen’
' - v cong viéce trong t8-chde mdl Thua'ng thudng nhu!ng ng‘li31 )
: 'mdl duge tuyen-dung phal qua ‘mot thoi-ky huan~1uyen = tu-
T nghlep » do ban huan—luyen cia Phong Nhan—wen phu—trach
- Ban nay cung co- nhiém-vu khuyen-cao cac vién-chie chi- |
) huy ve phlidng-phap « tu-nghlep» mot nhan—v1en md1 vao
_ cbng vide thich-hdp nhét cho kha—nang cla nglfdl nay. '

6. Huan—luyen — Cac cd—quan nhan-wennvu trung~u!dng trong
o ,:cac S cua chmh-phu My, thu’ﬁ’ng co nhlem-vu quan—sat hhu- .

- ¢l huan—luyen va tién-dodn nhifhg nhu-cdu sau nidy s€ cln

" cho nhan-v1en vdl cac cach huazﬁﬂyen chuyén-mén, cung 1a

" nhiém-vy chl-huy cdc 1dp u-nghlep hodc chl’-dan cdc wen-
éhide thtfa—hanh vé ky—thuat huan-luyen Trach-nhlem nay di-

- nhién chi ¢4 ¥hi cac chtic-vu 44 dude phan-loal va kh5~na1g
lam nhdng -edng viée d¢ ¢a duide phan—tlch Trach—nhlem nay
cung b6 buoe méted-quan — hay mot ehmh-phu — pha: quan-
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sat kha-nin g cla nhéan-vién hlen-hu‘u trmh-do xu’-dun g nhu’ng
kh3-ning’ ay va nhifng ban bao eao dinh- ky trinh-bdy s6 chie-
vy chira ¢6 ngudi 13m vA s nhan-vién cd the duge thing trit.

Nhan—v1en déi khi phai theo hoc nhﬁfng khoa huan-luyen
tai chd, Nhifng khda-hoc nay cd the d’ufdc tu—c:hu’c bcﬂ cd-quan
du’ohg—sd hay do mot tru'dng dai-hoe’ ta1 ch td-chife theo mot
hdp-d'ong ky-két gitta hai bén. Nhlfng ngm}: hoe xong mot
khoa hoc nay dudc coi nhu d4 hoc dudc thém mdt hay nlueu
n&m § tnfdng dai-hoc, d’e dinh-doat rd gia-tri ducng-su xlfnfr—
dang vdi nhifng loai chu'c-vu nao,

. X’uf«d'wng nhan-men — Hém L nay toi dung dan.h-tu’ xu‘-dung

nhin-vién » vdi mot y~nghla réng rai d‘e chl-d'mh £t ca
nhiing hoat-c’rong llen—quan tdi mat ngddl cung—chu‘c t? Ide
dude bit ddu 1am viéc dén 1uc vé hiiu hay bi sa~thai, hay
thoi viée. :

Mot s6 1dn nhu‘ng hoat-déng nay thudc dla-hat chuyén-
mén vi phéi do nhtfng ddn—v1 rleng biét trong phong nha.n-
vién thl-hanh Ta ¢é thé phan-thit nhifng heat-dgng ay ra
lam ba thu’

a) Loai thit nhat lién-gquan dtn van—de glo'-giac va dieu-}ﬂen'
4
lam viée clla nhén-vién, su g1a1~quyet nhffng t'hac maec
cda ngda‘l niy va khuyen-nhu ho vé nhtfng van-aé cua
riéng ca-nhin ho 11en-quan d&h cobng v1ec chung, thlet-
lap nhiing t1eu—chuan thlfo‘ng-phat va gitp cdc td-chie
nhin-vién glao-tlep véi cap chithuy.

b) Loai thi? hai 1& xep -dat cong viée hang ngay clia cde
nhan—v1en vao nhu‘ng cong-tac 'thlch—hdp vcﬂ kha-ndng
cla ho nhiéu nhit.

c) Loai tht ba gém nhifng: cong-tac ghl-chu thanh~t1ch cﬁa
nhén-vién, du-dinh sg lusn-chuyén nhan—wen gnfa céc
cd—quan trung-u‘dng v dia-phudng cda mot to-chdc vi

. chufo‘ng—trmh thang trat cho nhan-vién.
* | Nguyén-tic « hidng bong déng ddu cho nlnmg ngddl
© eung lam mot viée » rit 1a quan-trong ae duy-tri mét .
. tinh- ~thin phuc-vu cao dep va &€ kich-thich phan-vién
lam viée mot cach 16t dep hén va tim lam nhLing cong-tac
kha-khin hdn.
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8. Sa-thai. — « Sy sa-thii » nhin-vién thuc‘rng ga‘m cic 1f-do sau
tiay gidm sb' nhan-v1en thii-héi, cdch-chilc, hay hu‘u-tn
bTrli 'b1en—phap thii-héi dic- biét tai Hoa—Ky goi la «chon vé'
vion », da sd cde ly-do trén dﬁy déu tiudng-tu 3 moi niide
khéc. Phlfdng-phap « chon v& vidn » dude ap-du.ng cho he—
thong cac ngach ae nhu‘ng vién-chife tai cap cao nhat clia

’ ngach cung vgn pha1 co gang 1am vlec, va cung nha.m muc—
.dlch cho nhu‘ng ngudi & clp dudi cb phudng thang thu?dng
vi s& ¢ eho trong 6 cd-guan ngoal-glao My, nhing héi-déng
« chon ve vitn » tiu'o‘c thanh-lap cho moi cap trong ngach va

- hop méi nam mét 14n &€ xem xét hé-sd cla tat ¢ nhan-vién
trong cap aé. ch-dong de-nghl thang—thlfdng cho nhan<vién
cb ning-luc nhat va « chon v& vuon » nhu’ng nhan-wen kem
nhit, tiy theo ty—so nhan—wen d% han-dinh cho ting cip.
Cée nhan-vién chi bi «mdl v& vidn » thye st khi nao bi
hoi-dong de—ngln thai-héi lién 2 ban. -

Phin nhiém-vu cla cap ch1~huy & cho he—thong nhin-vién d‘tfdc
hoan-hio. .

Cﬁp chl-—huy cd mét nhiém-va quan-trong trong mai yeu—to can-
ban cua he-thong nhan-yvién. Nha eh1~huy phal té-chife va mo-ta cbng
v1ec cua van—phong ong mét cach dung sao ch.o he-thong nhin-vién
¢é the tuyen—lu'a nhung ngu‘dl thlch-d’ang nhit g& lam nhing céng
viée 4d. Nha chl-huy nén hitu ro chmhvsach nhin-vién Va lap-
tru‘dng hiu-thuan chmh—sach @b &€ ¢ thé trmh—bﬁy chmh—sach Ay
cho cac nhan—\nen dusi quyan minh va tranh nhu’ng van-d€ tinh-

‘ than co the say ra. Mot nha chl-huy phai cu-xtt mét cich cong-bmh

vGi tAt ¢ cée nhén-vién du’dl quyén theo dung vdi chinh sach hién-
hu‘u va de-nghz nhing blen-phap sita déi nén nhimg chitih-séch
&y khong con phunhdp vdl cac dléu-klen eong-tac mia Vién-chie
nhin-vién-vu phai dude cac cap chithuy béo trude vé su' tuyén md
thém nhan—wen, &€ kip thi gld chon nhu‘ng nhan—v1en xu‘ng dang
khi dude cén C'gen Nhi chithuy cung phai gmp sd nhén-vién
thau~nhan va bé-nhiém nhin-vién mdi thed kha—nang hdn 1a theo
1an-trddng chmh—tn vh cam-tinh ca-nhin. Nha ch1-huy lai phal
thu-x&p cho cde chlidng—trmh huﬁn—luyer: hlen-dlch o the thi-
hanh du’dc Phudng-phap .cla mot nha chl-huy ap—dung q& Iyga
chen va bo—n.hlem nhin-vién dudi quyén phal lam cho nhiing ngu:31
nay h1eu rang cach-thic dude thin g-thlfdng mau chdng nhit vy 13
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h1eu—nang cda cong-tac St cho dlem nhin-vién-dudi quyen mot cach
¢ lidng tam se cho cac nhan-—wen tal—can d‘u’de thang-thlidng chac-
chan Nhu’ng co~gang cda nha chl-huy ¢’ dfu-dat cc nhan-vién dl.fdl
quyén stia chifa nhifng khuyet—chem cla hq, s€ tranh cho ho bisa thai,

Phén g gop cua he- tllong nhan-v:en & thi-binh mot cich hleu-qua cac .

cong—tac ¢fia chinh- quyen.

He-thong nhan-v1en phéi glu’ nhifng h6-sd ghi chep mot cach dﬁy
&4 d€ cho cdc nhan-vién d’ddc dm—dal mot cach céng bang, va ‘chu‘dng—

*  phat eong-mmh mac dau moét chu’dng-trmh dung dén 50. 0(}0 ngu'dl

khong thé nao a& y den tu’ng ngufdl mét. He—thong nay phﬁl co nhl;fng
'chmh-sach 18 rét, phé-bigh rong—ral v phai hdi y—klen cap ch1-huy
trude kh1 tu-chmh lai mét &ifm nio trong chinh- sach ay He—thong
nay pha: co &l chuyenu\rlen da dude huan—luyen v& nhiing ky-thuat

mdi nhat 11en-quan dén st té-chic va phan—tach phxfdng-phap, xep-

. loai chtfe-vu chuan—b1 cde cuoc thi va ghi ‘diém. He-thong nay eting
pha1 co nhitng- chlrdng-trmh tie-khie va d3i han @& tuyen-ltfa va
huan-luyen mét khdi cdng-chiie tal gidi cho Vlet Nam. He-thong
nay lai con phai nang cao tinh-than phuc-vu clda cong-chu’c, du 1a
c:hmh-ngach hay ngoa1 ngach, I—Ie-thong niy lai phai phat-trlen va
quan-trl nhing thu-tuc lufdng-bong sao cho do 13 mot kmh—thlch-to
klen-hleu He-thong nay pha1 baoc-vé nhan-vién chong vai nhu‘ng suf
sa-thai tréi phép va xlic-tién blen—phap sa-thai nhu’ng nhin-vién
thigu hx’dng-tam co hai cho tinh- thin cia nhing ngudi siéng ning
chim-chi. -

/4
Két"luan.

Viét-Nam da bat dAu mot vai blen-phap as phat-trlen mot he-
thong cong-chu’c tot dep Vlet-Nam hlen & mot dia-vi thuan-tlen d‘e
giut Tai nhu?ng u'u-dlem cua he-thong cac ngach va vén -cd thé 18y
thém nhifng wu-diém cda cic he-thong khac (khéng ngach) Co'-
quan Cong-vy Viét-Nam con 14t nhidu cong viée trong sy chuyen
cdc ngach Bong—Du‘dng ¢l ra ngach Quoc-Gla va thl-hanh nhu’ng
qul-che hién san cd, T01 tin rang nhleu didur 81 via k€ trong ban
ttfdng-trmh nay aa nhac qul-w nhd 16i chuyen « mot tau dat mm »
voi mot qua min ma mot d‘ong—nghlep cla t61 d% noi dén trong mot
bai tu’(\)'ng-‘crmh tru’dc

T61 xin d‘e-nghz rang bién-phap d4u tién nén thl-hanh g dia-hat

I

—_
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quan-tn nhén-vién la SLi phén-loai chu’c-vu va nguyemtac « 1u?dng~ .
béng déng d&u cho nhu‘ng ngusi cling lam mét cong vide ». Vd1 de-nghl
nay, to1 khong cé ¥ néi nén b nhﬁ‘ng so tién trd-cap ve g1a-d1nh
vg ve g1a sinh-hoat khac nhau’ tuy theo d1a~ph1fo’ng Toi chi mu.on ndi
rang nhdng su trd~cap ay phdi k€ riéng biét véi s8 lidng can—ban va'

'phu-cap cin-c1? trén céng vige lam méa thoi, Véi de-ngm nay ol muon

xin qu1-v1 bé nguyenutic « lu’dng bong dong déu cho nhiing nguEh co
hang cap gibhg nhau ». T6i rit than—phuc tmh—than chuong ‘hoc clia
ngudi Viét-Nam. Nhung téi chi’ xin nhic vd1 qu1-v1 rang hoi thdr
Gla-Long, glao-duc khoa—bang 13 gzao-duc tong-quat cho phep ngu’dl
as dude vao bt cu’ chifc vy nao trong cong-quyen Nhung kzen-thu’c

dF phat—tnen qua mau va bay gid khd ai con cd duge mot nén g1ao-’

duc tong quat nifa, Sy ky—-nghé—hoa it tao nen nlueu chlrc-vu
chuyen-mon an Iudng rht hiu ma khong cin pha1 co mdt nén gido-
duc khoa—bang réng . 16n. Cde heat—d‘ong clia clunh-phu cing di
song song voi ky-nghé Va cling can nhilng tai ning chuyen-mon do.
Nhigu ngu‘?n khong cé dip dudc hoc cao — dﬁu co pha1 la 16t &
ngudi ta — thé ma trong 1uc quoc—gla cin ngudi, dide ctlt len gitt
dude nhu‘ng chlic-vu cao cap va a4z thlfc-h_len duge cong-tac do
mot cach vé vang, trong khi tudng ra.ng chi ¢d nhing ngu’dl co
hang~cap cao mo'l lam néi. Nhﬁng ngu‘dt ndy con du'dc gluf nhling
chlic-vu cao ay trong ‘nhiéu nfm ntta, trong khi he-thong giao-duc
Viét-Nam cdn phai chuyen—tam ddo-tac mot s6 dy-trif chuyén-
vién, -

Toi tm-tlfdng rang dVlet-Nam sé cho nen Cong—Vu cua mlnh mot
nghi-ldc va mot mem tin mdi, va 1am glam bot nhu‘ng ni thic mac
do sut d‘éz-dm bat-dong gay nen xu‘-dung nhing taa—nang hién co
mot cach hleu-qua nhit va thlet-lap nhu'ng t1en-ngh1 mdi cho nen
Cong—Vu tifong-lai ma Chl thay déi chut 11: trong cde qul-che ebng-
chife hlen-tal T01 xin qu1-v1 nhan nhling 161 chile thanh-céng chén-
thanh nkit cda t6i.

-
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CONG CHU'C BOI le QU'OC DAN
Ralph H., Smuciler

Trong siu tuln 15 vita qua, Phai-doin Trddng Bai-hoe Michi-
gan State da dude Tong-thong V1e'c-Nam g1ao-pho danh-du thao-
ludn vé mdt vai cye-dién quan-trong eda nén Hanh—chmh vidi qui vi,
nhifng ngu’6‘1 givt chufc-vu quan—trong ‘trong chmh—phu Viét-Nam
Céng-hoa. Danh-dli nay vita 13 mot thi-thdch khé-khin vita 13 mét
dip may mén cho ching to1

Danh—duf nay 13 mgt thi-thach kho—khan vi méi tuan, mot hay
hai nglidl trong nhom chung t01 phal doc difn-viin tru’dc mot cu’-toa
chon-loc va trmh-bay nhu‘ng y—nghl cung quan-dzem cua mmh vé
nhdng dé-tai vi van-d€ ma nh1eu vi trong cu’-toa nay blet it ra cung
bang 'chung téi. €3 cheu chic 13 d‘o1 vch chung t6i, 1t ¢d thi-thach
nao ldn-lao hdn la co-gang nay nh¥m giup quy-w hidu thém va suy-
nghl nhleu nita ve nhu‘ng van-d& ds. Doc qua nhﬁng ciu h01 ma
quy vi viét cho chung t6i va nhu'ng 16i- bmh-luan cha qu vi ve
nhitng &iéu ching t6i trmh-bay, thi chung tcn &3 nhén thay rang neu
chung téi 48 khong trmh-bay dude didu gi lam cho kigh-thite cda
quy-v1 thém. mé rong, th1 it ra chung t6i cung d’a thanh cong
khuyen—khlch va hu’dng—dén dudc tu‘-tu‘dng caa quy-v1 vé nhtfng
eye-dién quan-trong cda nér hianh-chinh.

Danh»dtr nay- cung la mot dip may cho chung t61 vi' moi duide
ngan nay v1en-chtfc hanh-chmh ban xdn den tham-du mdt cude
thdo-ludn khéng phai 13 chuyen dé. Nhut quy vi déu biét, Pha1-d‘oan
Dm-hoc M1ch.1gan State chung toi d‘a sang Vlet-Nam theo 181 moi
cla chmh-phu V1et-Nam, a¢e cong-tac véi lq_uj,r vi trong cong viée

'phat-tnen he—thong nhén-vién va hanh-ch:nh Chung 61 thanh-

thyc hy-vong rang nhu‘ng bai thuyet-trmh cla ching t6i s€ 13 budc
d¢du cho mét sy cong—tac h1eu qua gnfa ching ta Chung tbi rat_
mong s€ dude cong—tac vdi quy vi 8 cée bd hay cac sd clia quy v1
ngd héu thuc-hién nhu’ng muc-phiéu ma chung t01 ciing cd bon-

- phan hoan-thanh nghia 1 cong-wec xdc-tiéh nén hinh-chinh & -

Viét-Nam.
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vila dlen-gla cu01 cling sau nhiéu ngu'dl khac da thuyet—-trmh
va thao-luan vd1 quy vi, toi nhan—dmh thay rang céc ban dong-
nghiép clla t6i co cai ‘may min di tru‘dc 181, da gé- cap nhigu dicu
hém nay t6i mudn n01 va aa nhan—manh nhiéu d’lem quan—trong
ma hom nay t5i mudh nhén manh, Khong pha1 vi dé-tai d€ lai cho
t6i thuyet—trmh khéng quan—trong bang nhtfng dé-tai l-na v1 1:01
coil van—de « trach-nhlem va bon-phan clla ngudi cong-chdc @8i vdi

. quoc—dan » 12 mot trong nhing van—dfe quan-trong nhit trong mot

quoc-gla din-ch, nhu’ng t6i tin chac rang quy—-v1 s& ddng y voi to1
rang chung ta khong thé ch1a hin nhu'ng van—de theo ranh—gldl nhat-
dinh va rang cic van-de to—chu’c, c’fon-&oc va quan-doc ngin-sach,
he-thong nhin-vién va giao-t& déu cd lién-quan dénh dia-hat « trach-
nhiém » ma 161 dude hin-hanh thio-ludn hém nay.

'Frach-nhiém 13 gi?

Khal-mem trachunhlem trong cong-wec hanh-chinh Ilen—he
mat-th1et véi bon—phan tmh-than trach-nlnem va cong—vxec kiém-
soat Mot ngu‘d1 cong—chu’c cd tlnh—than trach—nhlem 1a ngl.fdl dude
cap tren tln-cay vé cac hoat- déng cha ng'ddl a‘y trong dla-hat cong—-
quyen. Ng‘tfdl ay hoat-dong theo d’ung chmh—sach cua chmh-phu
chi-tridng va tat cd nhdng hoat-dong cha ngu’d1 ay nham xilc-tidh
va hoanuthanh nhu’ng chmh—sach kia. Ngu’m éy lam thoa-man ﬁu?dc -
sy trong dgdi cua nhufng cAp trén, va nhu‘ng ho.at-dong cda nguidl ay
déu dude kiém-soat bang nhung thu—tuc hanh-chinh va phap—ly
Noi tém lai mot ngu'd1 cong—cquc c6 tinh-thin trdch-nhiém 13 ng‘l:fdl
thi-hanh day-du nhiém-vy cla minh ma khéng vudt qua quyén-
han d4 giao-phé cho minh.

Cung tudng tu’ nhu thé, ta cd the 1101 Iang mot t6-chite hanh
chmh co tmh-than trach-nhlem khi ta cd thé tin-ciy ndl té-chife
4y, khi tb-chiic 4y co-gang lam thda man nhu—céu clia, nhitng
chu’dng-trlnh dude hofich-dinh va Khi to-chufc ay luon-luon dude
cap trén kiémn-soat.

#

Hg-théng hanh-chinh phai cé trdch-nhiém 61 vt ai?

Cach day it 181, t6i dude danh-du’ chém mot cude thi vannd“ap
tai vién Quoc-gla Hanh-chlnh Mbi 51nh-v1en co the dl.fdc h01 nhleu
ciu, nhung vi tbi biét trude hom nay sé cd budi thao-luan vé dé-tai
ndy, nén 6i df hdi ho: «Mdt nha hanh-chinh phii chiu trach-
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nhiém. &01 vdl ai ? ». Cac sinh-vién df trd 18i trém ngtidl nhu mot
Ho déu néi rang mot nha hanh-chinh phal chiu trach-nhiém trufoc
cac vién-chifc cao- cap hdn minh va tm?dc nhan dan, Chung ta co
thé nhan-dmh d cau trd 16i nay mot hang—chtfng cu—the tinh-th&n
dan-chit cua nhing- thanh-nlen dang dan than vao con d‘ddng hanh-
chlnh vi trong mot quoc—gla dan—chu trach-nhzem t01-chung bao
gid ciing 13-@8i véi quoc-dan

Trong mot chinh-thé dan-chﬁ, m@t t67-ch1.'1’c hanh-chinh phai
trd 10i vé nhf'fng hinh-déng cla minh cho cdc nha l&nh-dac cip.
trén va nhiing ngudi nay phai chiu traeh-nhlem tru'dc quoc-dan
— trach-nh_lem nay thlio'ng dudc klem-soat bang cac cuge tuyen— .
ct. Khi ta néi rang mét ,nen hanh-chinh e tm.h-than trach—nhlem,
nghla la he-thong hanh-chinh nay ludn. 1uon co—gang lam thda~-mén
cac hodi-bdo cua nhan dén nhu dude an—dmh bdi ngu’cﬁ dd d’ddc
quoc -dan dé-clt d& thay mat ho. Co nhleu che-d’o dan-cha thi lai )
nhiéu phddng—phap klem-soat hanh chinh khde nhau d‘e guf cho
hé-théng hinh-chinh ed tinh-thdn trach-nhlem va J-chi phuc-vu ;
nhung dit 13 phudng-phap nao, sy klerpusoat tcn—chung van nim
" frong tay nhén-dén, la thanh—phan ¢o the kifm-sodt tit ol “hoat-"
dong cua maot he-thong hanh-chlnh qua- nhtfng thi-tuc ch'lnh-trl
cua quoc-»gla va cda b may chmh—quyen Nhu'ng hoal-bao clia
nhan-din.1a nhing d’leu quan-trong n_hat va nél nguyen-tac nay
khong dude ton—trong 161 mlc- dd nao thl hé-~théng hanh-chmh ay
c6 tinh-cach phin dén-chi tdi mite-dd 4 iy.

" Vin-dé tra:ih-chﬁi: gilla quyén-han va trzich nhiém.

Mot trong nhithg van—de thye-sy nan-glal trong mot chinh-thé
dan-~chu 13 sy tranh-c:hap gilfa quyen—han va trdch-nhiém. Ngoal
trit. mot vai trtfdng—hgip, cdc chmh-phu ngay nay la nhu‘ng to chite
10n, nghia 13 khong nhﬁ’n[g ¢6 nhidu nhin-vién cong—tac cd—so‘ lam

. v1ec rong ldn ma con ¢d nhifng quyen—han rdng rai, co the co anh-
htfdng tGi tht cd cac cuct dxen d‘d1 song hang ngay ctia ngufdl cong—
din. Clng nhu’ ¢ da s6 cac nudde khic trén thé-gidi cong—quyen &
Viét-Nam co mét anh—hlfo’ng sau rong va lién-tuc t8i céc hanh--
d6ng, dy-tinh va hodi-bdo clda ngudi cong—dan Cée ludt-1¢, nghi-
c‘l‘mh va phap ché hanh—chmh ap—dung tai quoc-gla ndy cing nHu
tai eac quoc-gla khae, cd anh-htfdng tdi cong—vlec kinh-doanh va ky-
nghe cua quoc—gla, sufc khde va hanh—phuc cua nhén-dan cung sy
phat-trlen cua qudc-gia. Sy tip-trung quy&n-han ndy trong tay
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cong-quyen la. mot hau-qui de-h:.eu clia thdz-—d‘al chung ta song ;
phan-anh tmh—cach phife-tap cia nén klnh-te tan-tiéh va cda tihh-
hinh quoc-te ngay nay

Néu chung ta co the hidh vi sao cémg-quyen lai glu mot phan
quan-trong trong a3i shng hang ngay cda ching ta, th1 chung ta —
nhdng ngulal song trong mot quoc-gla dan-chil — se quan—tam dén
vén - &8 &€ kidm - soat cong quyén, bat cong - quyéh nidy phii lim.
nhing &iédu ta muon Noi tam lai chung ta phal quan—tam nhidu tdi
cong-cuoc gitt gln sao cho cac té-chite chmh—phu ldn hoan-thanh
nhiing hoai-bio clia chung ta, 6 trong pham-vi klem-soat cda chung
ta va co tmh-than trach-nhlem tnfo‘c nhan-dan Vi'thd chung ta co
Van—ﬁe nan-g1a1 nht sau : 1dm sao cé th€ k1em-soat chmh—phu ma
vén cho chmh-phu nay day @i quyén-han va tibh-cdch co g1an de
dm-pho véi nhling vin-@& ma ta 44 giao-phé cho chinh-phé & ay gidi-
quyet‘? Chuﬂg ta cang lﬁem—soat dude he—thong ha.nh-chmh bao
nhigy thi 1a1 cd khuynh-hddng 1én manh biy nh1eu bit buoe hé-
thong nay 6 tinh-cich bat-dong va khong mem déo. Tuy nhién
xd-dung quyen-han mot cacki bita bii ktong kidm-sodt s& 1am cho
chinh-phd mAt tinh-thdn trach-nhiém. .

Nhiéu phu’dng-phap dZ dude dung a& gni cho mot chmh—phu
dan-chﬁ duy-tn tmh-than trach—nh;em dai v8i cong chung, Chung
fa co thé ndi rang cac cuoc tuyen—cu' cho chung ta phlio‘ng-tlen gitt
cho’ chmh—phu clda chung ta phaJ. lam vita long ching ta. Ho la.
mot ditu dung. Kiu tuyen—cd e¢d tihh-cdch td-do, su? Iva-chon cda
dan chung can-cuf & mot cuoc tranh-thi tu‘-do gm’a nhu-‘ng 11fc-
Iudng chmh-trl d‘m—lap véi nhau mot cach thang than tuyen-cu‘.‘ 1a
ph!fdng-phap can-ban va hﬁu—hleu nhit d€ nhin-din kifm-sodt
cong-quyéh.

Tuy-nlnen trong cac quoc-gla dan-chu, nhu'ng vlen-chu’c dude
quoc-dan tuyen—hta chi 1a mét thleu-so —_ cac ngh1-31 tong-thong
hay thi-linh nginh hanh-phap g mot vai nuide, va cé 1& thém mét
vai ngu’c\h nifa ma théi. 3 mot vai ndl ty-du nhu d cic tidu-bang M7,
mot s6 1dn cée v1en-chu‘c hanh-chinh cao cﬁp dude nhén-dén frye-
tlep bau-c:u? Tap quan nay lai @&t them nlueu vin-dé' va nhan-xet
khée. Vi &a-so cde quﬁc-gla dan-chu chi thinh thoang mdéi to-chu‘c
cdc cude tuyen—cu’ va chi’ blu-ci? mot vai v1en-chu’c chihh-y&u thi
lam sa0 mé nhu‘ng vmn—chlrc néy cd the kxem—soat dude cong viée
cua mot t8-chiie hanh-chinh 18n lao va ph‘fc-tap, khi ho lén nhiép-
chinh ?
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C4 didu chie 12 tuy&n-ct khong thi chud ad. Me déy khéng di
X&u vao nhiing van-d€ khde 11en-quan dén cac cude tuyen-cd c‘h.rdc
quan-—mem nhu mot phu?dng-tlen klem-soat cla cong-chung, ta co
thé ndi duide rang cdc vién-chite trung-cu‘ phdi b khd ning klem—
sodt he-thong hanh—chmh theo &‘Lfdng 181 cong-chung mong muon
Néu eéng chung b1eu-lo y-muon cai-edch thl nhifng cude cdi-cach ay
phal dude thi-hanh. Néu cbng chung co #—muon thi-hanh nhing
chinh-sich dic-biét nao thi chm.h-phu phal tiln nhifng blenuphap ae
thi-hanh nhffng chmh-sach dic-biét &y. Vi vay, ta phZu e¢ mot hé-
thong hanh-chmh vda cd nang—ldc va dulde tS-chulc kheo léo ma edn
phal lam theo N muéh cla cae lanh-tu 14 nhing ngudi eo trach-
nhiém truge céng-chiing.

Liam sao mjt té-chife hinh-chinh e¢ duge tinh-thin trdch-nhidm ?

" Lam sao té-chuc hanh—chmh e dude tmh-thén trach-nhlem ?
Lam sao.ma bdc ddm dide mai mii quyén klem—soat cla cdng-
chung ? Nhleu ky-thuat d& dude ap-dung trong cdc hé-théng hanh-
chinh khap the-gldl Mot trong nhdng ky-thuit nay la Ssu té-chte
he-thong hcmh—chmh theo cap—ctang Lam theo nguyen-tac nay, mot
ngudi cong—chu’c phal chiu trach-nhlgm trutde mdt ngudi khac 3 cap .
tren, va ng‘lial khac nay lai pha1 chiu trach«nhlem trude mQt clp
khac cao hdn thi chung ta cd dude mét he—thong klem-soat tu trén
xuong du‘dl Neu ong Tong-trl.féng hay éng Bo-trddng ra mot 1énh,
th1 ong ay ¢d thé Iu-vong lénh ay d‘u’dc th1-hanh d.‘en noi dén chon
vi mm ngdal phal chiu trach-nhlem tru’o‘c cap trén vé cong viéce clha
minh trong su thl-hanh lenh 4y. DI nhién ngoau nguyen—tac nay ta
pha1 phin-dink r6 rang cac nhzem—vu va cd mot &rldng 16} kim-sodt’
r0 rét. .

Di-nhién, chung ta chi ed thd hy—vong mot nha hanh-chinh lam
tron nhiém-vu néu chtmg ta cho ngu'dl iy ctay-du quyen-han aé
hoan thanh nhlem-vu dd. Chung ta’ khong thd bt mgt ngu?dl cong-
chttc phal co tinh-th&n trdch-nhiém-néu ching ta khong cho ho
dé‘\y-du quyen hanh-ddng. Trach-nhlgm mé khong di d6i voi quyén-
han se khién cho ngudi cong-chu’c co thal-do vé-trdch-nhiém. Vi
mét trong nhu'ng dicu-ludt sd—dang vhit cfia cong viée hanh-chinh
la pham-vl quyéh han quyet-dmh phii dude tudng-xung vdi trink-
49 trach—nhnem cla vién-chulc ay

Mét phudng-phdp khac ldm cho cdc cong—chu’c co tmh-than‘
trach—nh1gm 1a mot hgz-t_hong ngdn-sich vt kétodn d”ay-du. Kiém-
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so4t tai-chinh 12 mét trong nhifng bién-phép hifu-hidu nhit 13m cho
vi ta"ng-thahg bigt cong viée dang 1am trong he-tha’ng hanh-chinh
dudi quyen minh, Déng thdi nganh lap phap, khi kifm-soit ngan-
quy, s€ klem—soat dude nhiing chinh- sach cda hé-thhg hanh-chinh,
Nguyen—tac nay khong nhu’ng cd thé ap-dung c‘i‘u’dc cho Quoc-h01
va cho tong—thong ma cung 1a mdét phu’dng-phap klem-soat t5t dep
cho cac quan-&oc-wen khac trong he-thong cap dang Nhu‘ng sy
kiém-soat hanh—chmh néu dlfdc thluhanh ch.fng dan, c6 thé 13 nhu’ng
phlidng-phap hifu-higu nhit a& k1em—soat cde ké&“hoach cia hé-
théhg hanh-chinh,

Chung ta lai 6 nhidu phlfdng-phap dac-bxet khién cdc nha hanh-
chmh cé nhu’ng du’c-tmh kha ai cho ta cé thé 'tm-cay ndi ho. Tdi
thlet-nghl rang cong viée cda ti hém nay k.hong phal 12 thio-ludn
vao tén chi-tiét vin-a& nay vi qu1 vi. T6i tin chdc ring da-s6- ‘qui vi
déu dubiét nhitng ky- thuat do che td-chite p- -phap diing dtg ki€m-soat
nhu cac su diu-tra cla cdc 1ly-ban trong quoE—h01 bdo-cdo ¢d dinh-
ky clia nhan-vién hfu-trich, va su kidm-soét ngan~sach ma 61 vu’a
méi noi tdi. Nhidu didu- luit va thu-tuc phap-ly da dude phat—-trlen
theo tinh-th&n phap-luit Anh-M§ va nhiéu hg-thong phdp- ché clha
nhifng nude khéc bio-dam ého ngusi céng-dan hay mt t&p-doin
cong-dan quyén klem-soat cac hanh~dong hinh:chinh ddc-tai hay
bat—cong Ngay trong d‘la-hat hanh-chinh, he—thong nhan-wen cung
6 bén-phdn 13m cho t6-chide dude tin-cdy. Sy bo-nh:gm cée vién-
chite cao-céb trong mét by hay mét cd-quan bdi ﬁ tha-linh hanh-
chinh dan-ei?, 13 mdt bude &b tién v& hudng dd.

Cdc phudng-phap kiém-soat khing hinh-thie.

Dang 18 xét cliu nhilng phudng-phdp kiém-soat hinh-thilc va
riéng biét, 161 mudn xin thdo-lun mét vii phudng-phép khéng
hinh-thite v duong nhi kém dudng-nhién, ¢& tigh-tdi mot nén hanh.
chihh cé tinh-théh trdch-nhiém. Cé 1€ phudng-phdp t6t dep nhdt
bdo-ddm cho ta mét hé-théng hanh-chinh ¢d y-thic trdch-nhiém- 13
syl huah-luyen céc nha hanh-chinh’ tré nén nhffng ng1181 c6 dife-tinh
tu’—glac Néu cac nha hanh-chinh nghi rang ai cung phai hanh-ddng
mot cach y—thlic thi he-thong hanh—chmh &g tién dddge mot bude dai ]
t0i y~thu‘c trach—nhlem trong cd hé-théng. Quan-mem trach~nh1em
theo d‘u‘o‘ng 161 nay tdc 14 nhén manh vao tinh-chat ca-nhan cta
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trach-nhlem Va tmh-cach quan—trong cua cam-g13c ca-nhin cua
ngu‘dl cong-chlfc can phai tu Ki€m-sodt a€ hoat-dong v0i tinh-thdn
trach-nhiém.

Lam thé€ nao phat trlen dude tinh-th&n & ? DI nhién néu cac
nha hanh—-chmh tru’dc ¥hi bit &4l phuc-vu, 4ag phat—trlen nhitng dtie-
tinh cAn-thiét, thi' van-a& nay eling duge gidn-di-hoa di phan nao.
He-thong nhan~v1en khi tuyen—mo thém ng!.fa’l lam, phal tim kiém
nhilng ngu?dl thanh-liém, thang than va trung—thanh voi khai-niém,
phuc-vu Nhung khong phal bat clt mét ngudi cong—chl.fc nao cung
phau hoan-toan ¢d nhxfng duc-tinh nay va nhleu du’c-tmh can—th1et
khac. Ngoa1 st tuyen—mo nhﬁn—wen, con yeu-to gl co the phat-trlen
tinh tu’-k1em v dde-tinh mudh hanh-d6ng mot cach ¢é ¥-thile trong
khi phue-vu

Ta cd the dung nhiéu phitdng-phap de nudi dtio’ng va nang cao
trmh-d'o 1uan—1y va trach-nhlem trong gldl céng-chite. Nhidu b;en-
phap co thé€ dude dp- dung de cling-¢8' trmh-do luén-ly v& kidgh-tao
d’ufc tinh ch&m 1am cua ngufdl cong—chu‘c d dia-hat nay, kha-nang
lanh-&ao 1a mot yeu-to tdi-c4h. Ty-du Ilhlf nha lanh-tu phai cho
nhan-vién hiéu 16 che muye-phiéu cua to chife. Nhi lanh-tu hanh-
chanh ay phai trmh bay cho ho high rang fildng-lai clia minh va
cla nhan—v1en dutd quyen minh con tuy & su thanh—cong hay thét-
bai cda “to-chdc, phai thu’dng cho nhing nhin-vién ndo &% 1am viée
“mot cach tét dep va ludn ludn quan-tim dén nhu’ng chihh-sch cla
d‘dn-v1 Ngoai ra, éng ta khdng dude thing thudng cho nhu‘ng ke
co thdi-dd vo-trach—nhlem, hay d6i-d8i mat cach bﬁt-hch—su? voi
céng- chung ma ho ¢d bon—phan pha1 phuc-vu Sau mdt thdz—glan
" cho 1am thd, thi ong ta phal ct chde nhitng nguf81 nhu viy. Mot
trong nhitng dac—dlem cla nhlfng nha ldnh-ty gidi tron, mot to—-
Ch‘l.fc hanh-chmh 12 kha-nang chl—huy lam sao cho nhu’ng tiéu-
chuan luan-ly ay dude cung-co Yeu—to ay rat he—trong Joi vdl tinh-
than cda to-chic nhu’ng cing.con 1a mét phan nhiém-vu cha mdt

t4-chite klen—hleu hoat-dong mébt cich y—thu’c

Thém vdi ph&n chithuy trong mét té~chite, mot phudng-phép'
khae kha-di cd the’ nang cao trﬁlh—do Iuan-ly va tfi'-klem 1a sd
tham-gia véo cde ngh1ep-d’oan Ta1 Hoa-Ky, chung t6i co nhifu
nghzep-&oan cong-chu’c tham- gla rit dong P 13 nhiing hoi phl—
chmh—tn chi nhi3m muye-dich xtc-tigh cde nghe-nghlép, bao gom
nhidu thd loai nghe chuyen-mon va c2 nghé lam cong—chu’c na.
T¥-du nhu ching t6i ed mét hidp-hoi hanh-chinh, mit tung-hm
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quan«-doc—wen thanhupho, mot hlep-ho:L nhén-vién ngé.n-sach-vu,
mdt hiép-hoi nhan-wen-vu, nhifng hiép-héi canh-sat-tnrdng, edng-
chife an-ninh-vy, bac-si cong, ky-sﬁ k1nh-te—gla, Vo Voo M hiép-
héi nay qul-c’nnh mét tidu-chudn hanh—klem, chihh-thifc hay khong
chmh—thu’c, ¢o mbt anh-htiéng rdt bao~quat trong he-thong hanh-
chmh 8 céc trmh-dfo quoc-gla cung nhu tzeu—bang Nhtfng hoi nay
khong phal la nhu‘ng té-chife chmhn-tn va rét it kh1 cong-bo thalndo
trong cae van-cte chinh=trj, Nhﬁng t8-chife nay chi’ ¢6 tihh-céch g1ao-
nghiép va c6 mye-dich xie-tiéh dia-hat nghé&-nghiép rleng Nhufng
hiép-héi ndy gitt mét val—tro guan-frong trong suf thlet—léip thu’-
loa1 quan—mem lam cho cac ngu‘dl céng-chife ed mét thdi-do y-
thie, T6i ciing dude bict rang 3 Viet-Nam hlen mdt hlep-hm hanh-
chinh &'ang dude thinh-14p va cung nhit & nhifu gudc-gia tren
thé-gidi, co—gang nay la mbt bude du’c}ng tién dung hlrc')‘ng

Quyen-han va trach-nhlem

Trong mot to-chlic hoat-dong quy-ct, quyen quyet—dmh ja do
ndi tit cd cle cap Ngay nhu‘ng nhén-vién chi’ co nhiém-vy thi-
hanh nhurng ch1-th1 caa cap trén trong nhu’ng cong-tac thddng
ngay, cling thmh-thoang 3 phé1 tridng-hdp phii quyet—dmh ma
quyet-dmh nay co thd s& cd mot hau-qui khong nhd trong sd
hoan-thanh cong-vuac Né&u chung ta d‘ong—y rang didu t01 via nobi
1a d‘ung, thi t01 chac ching ta cling s& thoa-uhuﬁn rang nhifng
quyet-dmh cua cap trung va. cé‘p cao ¢d mot tihh-cdch quan—trong
tong—quat hon va kho-khan hdn. Sy guyet—dmh thtfang thu’dng
rit gidi-han & nhﬁ‘ng cap dtrdl ma lai rat ong ral 3 nhiing cﬁp chic
huy cae. Quyet-dmh cla ngddl cim ‘dAu mdt sd hén-can déh nhiéu
chtid'ng—trmh vavi vay rit khé lu’a ¢ho din ng. Tét deP nhat thi nhitng
ngu’t‘a‘l du 3 cip bac ndo khi quyet-ﬁmh cung phal chiu trach-nhlem
vé quyét-dinh ay Tuy van-de thal-do y-thite khong chi gldi—dmh
trong pham-vi cac nha ch:-huy cap cao, ndi day quyen-han rat
rong, nhudng sg quyet—dlnh va tha1~do y-thie 13 yéu-td quan—trong
nhat,

Tmh~trang nay khién mét nha cal-tn cao cap. néh muon cong
viée dude quyét-dinh mot cdch y—thu?c, s€ tép-trung quyén dinh-
'doat trong tay moét vai nhin-vién du?d: quyen ma éng tm—cay nhit,
Ong ta s€ phau Iua chon nhu'ng ngudi nay can-than va cho ho &d
quyen quyet—chnh thay minh trong kh1 gldl-han quyen nay khong
giao cho nhuing cip dudi. Nguyen—tac nay cd the lam cho ¢ong-

»
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viée cIv.to’c tro1 cha}r vé pht.fdng—d;en trach—nhlem nhung lai trai
nglidc hin vdi cde muc-phleu tét dep khac clia cong viée hanh--
chmh. Mt ‘¢d-s3 himh-chihh loai nay, vai sut tap-trung quyen
quyet—&mh trong tay mot val ngu’Bl sé lam cho nhdng ngudi th1eu
s&' nay phal 4& tim déh tﬁt cd moi vige, Va rat 1t nhifng vign-chite
cap dudi dlrdc quyen quyet-dmh

Va ket-qua s€ khong dddc tot dep trén phlidng-dzen hJeu-nang
va vi nhleu ly-do khac, chang bao lau nhufng cﬁng viée thu‘dng
ngay s& clng dén tay nhifng nhan-vién eao-ncap Nhu’ng ngudi nayr
s€ ludn ludn phal quan—tam &éh nhﬁng cbng-viéc nhé nhit can
chit ky va sy thoa-thuan ciia ho. Cac cdng-tac trong to-chife ay s€
bi dmh—tre, vi mt ngliax du khoe-manh chim lam thé nio, cung
ch1 Xem xet difdc mol ngay mot so nho van—kle;n ma th01 vi vay
1ch-1d1 cda phudng-phap glal-quyet vin-aé quyet-dmh bang cach
giao-phd trach-nhr.em nay trong tay mot s6 it nhan-vién s& bi
. thuyen giam @i nhidu vi mot t5-chue kem hiéu-nang va khong thao-
vat T01 ding chi? « thao-vat » 12 v1 nhﬁ‘ng nhan—v1en & che c’a‘p
duidi s&- quen chd ngti'dl khac quyet-dmh hé mmh va sé€ khéng
dung kha-nang va de tddng—ttfdng cda minh. nifa.

Ta ¢d thé tim mgt g1a1"phap trung-dung didu-hod hal quan~
niém nay: Quyén-han phal du’dc giao xudng cho tdi mot cap-hang
nhan~v1en nao sao cho tu-chtrc hoat-dong dv.tdc chon tru ma dong-
thdi nhufng ngdal ¢ quyen quyet-dmh a cac cﬁp ngach thap cung
phaJ. y-thifc dl.fdc trach-nhiém' cda ho vé nhu'ng hanh-dgng va
q_uyet-dmh cua ho.

Mot phudng-phap dung-hoa hai quan-mem trai ngude nay 1a
) Su’ glao-phu trach-nhiém cho nhan~v1en cap dudi, nhifng hanh-dong
 cia nhifng ngudi niy phii dude kidm-soat sao cho ho luén 1uon
y-thife dude n.‘ruq.\m-vu khi quyet—dmh ‘T6l cta ndi tdi s dung ede
blen-phap kiém-sodt ngan—sach va ké-todn d€ lam cho ngu?ch cong-
chie 6 y-thite trach-nhxem Chung 61 @& nhéin thay trong mot val
ddn-w hanh-chinh & Hoa-Ky rang nhu'ng su klem-soat noi tren co i
thé dem lai cho ta nhiing két-qud meng-muon as gm—quyet vin-
48 nan-glal ndy. Néi mét cdch khic, thi néu ta g'1a0 quyen hanh-
" déng cho cac nhin-vién d moi cﬁp—bac hanh-chmh Vi neu ta ding
ngan-sach va ké&-todn d€ kifm-sodt @ cip tren thi ta c6 the hoin-
thanh dude ci hai muc-phleu Di nhlem su klem-soat ngan-sach s&
khong dude dung riéng r& nhing dd ciing 1 mét y&u-t6 ki€m-sot
" quan-trong.
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Mot he-thong hanh-chihh o tap-—trung tat ca quyen quyet-
'dmh trong tay nhung nha ch1—huy cap cao dé cho Ilhl.l'ng quyét-
dinh ay &i dting du?dng—lol chu-trlro‘ng cua minh, ‘& thay cac cong—
tde bi dinh-tré lai b01 phan Cac cap d‘lidl phal dude quyen quyet
dinh va nhu’ng quyet dmh cla nhing cap dudi s& phal c’flrdc ki&m-
soat va k:em—chem lai 3 cap trén : phlfdng-phap nay se gidp ta the-
hién mue-phiéu cila chinh-phd mét cdch dé-ding hon..

- A Al ) . 1 Al Y ? =
- Hé-théng nhin-vién va van-dé trach-nhiém. . :

Nhiing chuyen-wen cong-vu ngay nay dong v vé sy can-thlet
phai béo-ve ngl.fdl cong—chu‘c khéi bi sa-thdi sau mbi blen-dor
chinh- tri. Mt ngu'dl cong-chlfc chuyen-nghlep khong the bi sa-
thal @€ danh chd cho banuhufu than-tin oda mét chinh- dang mdi -
thang trong cudc tuyen-cu‘ Tra1 lai, ngu?ch cong—chufc chuyen-
nghiép pha1 phuc-vu mét cach d’ac—ldc chmh-phu du chlnh—phu nay-
thuoc chmh—d'ang ndo &idu-khién cling vay. ‘Hdn nia, ngudi cong—
chie trong he-thong chuyen-nghiep khong cTu’dc 1&nh mot vai tré |
quan-trong trong cac cude van-d"ong tuyen—w’ Thife ‘ra d Hoa-Ky,
nguoi cong-chlfc ch1 dude phép co mot hanh-dgng chmh—tra guan-
irong 13 c‘h bo phleu vao ngay tuyen-dd

T4t c3 chung ta déu dongmy rang mét nguo‘l cong-chu?c chuyen- '
ng}uep phai dude bao-ve chong lai nhu’ng su thay-d‘m vé& dia-hat
chmh—trl Tuy-nhlen neu chung fa xét dicu nay mdt cach ky ludng
thi € thiy né cd thé cé hau-qua trai ngude vé dia~hat trach-nhlem
va hleu—nang ma chung ta vita thao-luan Néu, mét vién- ~chilte mdi
dde-clt gap toan nhung ngudi cong-chlic phu—ta khong ddng quan-
diém vdi, minh, nghia 1a khéng d@dng-y véi chu-tnidng da dudc
da-s6 nhin-din chap-thudn, thi ngudi- dé khéng thé hoin-thanh
dude chinh-sich cda mihh, nghia 12 nhﬁ’ng chihh-sach dd duge
cong ching tén-déng. Disu nay lai cAng ding trong trddng-hdp
xay ra sau khi mét chinh- dang 44 dugc nhan-dan tm—nhlem nhiéu
nh1em-ky lién-tiép. Trong nhiing tru‘ong-hdp niy cae ngudi céng-
chite thu’dng khong theo klp nhiing chihh-sich mdi d& duge cong-
ching tan—thanh

De g1a1-quyet van-dé nay irong trdo‘ng—hdp tong—thong—che, ta
cé the dung phu?dng—phap bo—nhlem bg- tru’dng Ong bo-trudng va
nhuing phu-ta can—tm nhat dai-dién cho tli-tﬂdng cua vi tong—
thong mdl s&€ ¢ thé kifm-sodt -dude chudng-trihh méi trong b
dudi . quyén ong
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N&u cde ngudi cong-chu’c hanh-d‘ong voi y-thl.fc trach-nhlem
thi cong-wec khong phdii 14 kho 15m. Tuy-nhién, neu khong dudce
the, thl he-thong nhan-v1en pha1 khéng dude qué cing rin de
ngan-can sy the chifc va cAt chitc nhu‘ng nhan—wen thidl tinh-than
trach-nhiém a6t véi cde 1&nh-tu mdl Nhl:l‘ng sy cit chite nay phal
du?dc thi-hanh mét cach thang thin véi diy dd bao-dam thi-tue
tong-quat nhung pha1 dude thi-hanh. -

Neu cac nha 1inh- fu cao- cap phal chiu trach-nhlem trtidc
cong chung v& nhufng hoat-d’ong cla to—chu?c hanh—chlnh dudi
quyen thi ho phdi co db &idu-kién klem-soat nhan—v1en ciia ho
d6ng-thoi vin duy-tn nhing bde-ddm che cie ngudi céng-chuc
chuyén-nghiép. ‘

. i e Ak . Al
Chiu trach-nhiem ve cai g1 ?

Chung fa via thao-luan vé sy quan-trong cfia vAn-aé trach-
nhzem trong mdét chmh—the dan-chi va chung ta dd thdo-luin vin-
aé « trach-nhiém dai vai ais. Chung ta di xem qua mot vai
phddng—phap bao-dim y-thlic trach-nhiém cia ngul31 eéng-chite va
mot vai vin-dé llen—he Mot trong nhu’ng vhn-ag quan—trong 1&
ngu’d1 cong—chu‘c phal co trach-nhiém g nhiing loai thu' hanh-dong
nao Noi mdt cach khdc thi cong chung trong—d"o’z G ng:idl cong-
chile nhing g1 va coi nhuf ho" ¢é trach-nhlem v& nhifng hinh-déng
nao ?

d Viét-Nam Céng-hoa 14 nude vita danh lai xong chu-quyen,
thi c6 1& glal—phap cho van—cTe nay cung hdi khac hon 13 & Hoa—Ky
Phén trach-nhiém cua ngufdl cong—chu'c f:rong mot cong-sd hay 3
hé- -théng hinh-chihh & V1et~Nam co pha.n rong ldn hon va guan-
irong hdn 1a tru‘dng—hop ngu’dl ebng-chife ¢ nhu'ng nugde khac. .

Chac chin chung ta ai cung dong-y rang nhifng van-de ma
Viét-Nam pha1 dm-pho la nhin van—de khd-kh&n nhit cde quoc-
gia thé gidi tu-do phai d‘m—pho O ci hal pthdng-dlen tho‘l-glan va
dia-du, Viét-Nam 13 mot quoc-gla tlen—tuyen the-gldl d’ang ngong
nhih, Vi cling nhu nhung ngu’81 song gén b1en-g10’1 & bit ky noi
nao, din-tde Vlet-Nam phal do;.—pho voi nhu’ng vAn-aé quan—trong
nhu phat-trlen kinh-t&, on-d’mh va dan-chii-hda cong-quyen va
nang cao trmh—d‘o sinh-hoat cua nhén-dan. Tuy ¢d nhleu quoc-gla
khic vin sén sang gilip-dd, nhung nhlem-vu chmh—yeu vian l&
thuée phan ngl.fdl Viét-Nam. Vi mot yeu—to quan-trong glup thue-

Fl
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hlen nhifng muc-tiéu cda quéc-gia 14 he-tho'ng hénh-chinh 8 khép
nude. I-Ie-thong hanh-chmh Viét-Nam. s€ dong mot vai tro quan-
trong trong nhu’ng nam sap tdi. Coéng ching ed quyén bat cie
ngudi cong-chtfc phal gitt tridch-nhiém thi-hdnh nhigm-va’ clia ho
‘mdt cdch tot dep nhat. .

Phan-tach khal-mem tong—quat nay ra nhiéu thanh—phan nho,’
chung ta & thay ngxfé‘l cong—chdc phal co iréch»n]nem. thi-hanh
mot cdch t8t dep nhit nhdng chinh-sdch cda chlnh-phu Thém vao -
phan hoat-&ong, hé-thong cong-vu cling phal xét dén phin trai'1a
"phéh bat-d‘ong Nén -hanh-chinh khong nhuhg phal chiu trach-
‘nhidm vé nhifng didu @% lam rnd eon phal chiu trach-nluem v&
nhu’ng diéu dang 1€ phai Iam, m& da khong 1am v1 tmh~trang‘
bat-d‘ong va thiéu sdngkién. No1 mot cdch khéde thi cong chung
hi-vong chmh-phu xem—xet het thay cde yeu-to a¢ tnn kiém
blen-phap cho cde vin-dg va @& khéu gdi su quan—tam clda cong-
ching vao ch1nh—svi Sut bat—dqng g nhLﬂng ndl phal hoat-dong eling
14 mdt 18m 101 16n nhut st hanh- dong sai 14m va 13 mét vi-pham sy |
tm-nhlem cda cong-ching. Sy bat-dong hay hanh-dong khéng déy‘
&i co the du’dc coi nhu mot bang-chu'ng ctia. mét nén “hanh-chinh
thiéu tmh—than trach-nhiém. t

He—thong cong-chu’c & &4y 1a mot cong-dong nhu‘ng ngudi dude
huan~1uyen va glao-duc chu-ddo nhét & VJ.et-Nam nhu.' 161 da n01
khi vao 48, rat it khi ching 61 duge dip théo-ludn vdi mét sb cit-
toa déng nhu & d’ay hdp nén bdl toan nhiing nguk‘)‘l cong-chufc hoat-
dong; Va tét xin noi thém rang nhu’ng dip tu-hop dude cac ngtrdl'
ta1—g101 trong xa-hdi Viét-Nam mot cach &ong—-du nhu hém nay, rit .
12 hiém vi ¢ Vlet-Nam cing nhu’ 12 ¢ Hoa-Ky cdc nhi hanh—chmh
thuéc thanh phan cé glao-huan rhiéu, Céc ngdc\h cong-chdc ¢o mot
nhxem—vu dde-biét nang-ne Vi khéng nhing quy vi la nhing phan-
td lanh-dao ma quy-m con 8 trong dia-vi nghién- ety va tu’utwng .
vé cac van-de clia quoc-gla && tim gidi-phdp cho nhiing van-de ay _
TLf-thdng cling }§ho khin bang hanh-dong — va chic quy vi cung
abng-y voi téi rang tu-tidng va hanh-déng phal di @61 voi nhau §¢
hoin-thanh nhifng muc-phleu cﬁa"he-thong hanh-chinh, Cong-chung
khong . nhiing tm—cay "hay khong tm-nhlem ngu'él cong-chu’c vé
nhd'ng hanh-dong clia ho m3 cd & sy san-sang tnn klem nhltng
glal-phap mgi, xid-dung oc tu‘dng—tddng Y thay dm, cal-to vi phat-
minh ra hhiing phudng-phép mdi.

BE trd 181 cdu héi do dd ngudi edng-chite phai chiu trach-nhlem
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v& céi gl chung ta co thé trd 10 rang ngoa1 s1i thanh-—hem, hch-th1ep
va h1eu-nang, chmh-phu va cong-chiing s& g hit ng’ddl cong-chu‘c phii
chlu trach—nha.em vé nhﬁ‘ng hanh—-dqng cﬁa ho, vé sang-klen vﬂdt
tmh-trang bit-d6ng va kha nang thich {ng glal-quyet nhu‘ng n01
kho-khan trong dia-hat hanh-chinh va trong cdc chudng-trinh cda
quéc-gia.

Tém' t'é"t. .

pe ket-luan, ching ta cd the ndi rang mot nén hanh-chihh ¢4

tinh-thn trach-nhiém 13 mét néh hanh-chmh 1udn Yuon hoan-thanh
xong nhiém-vy ‘ma khdng vudt qua quyen-han dudc glao-pho

‘ Nhu’ng nhiém-vy nay, nhu'ng muc-phleu caa to—chtfc 1a do cac v1en-

chitc din-cl quyet -dinh. N&énh hanh-chinh phdi ¢ trach-nhiém toin
chung d6i vi.quoc-dan.

Trong khi nhify phddng—phap hinh-thife difde cde q‘uoc-hm va
toa-an dung &¢& gii? cho nén hanh-chihh xuhg—dang vd1 su tm—nhlem
cia quoc-dan, nhwng tinh-th&n trach-nhiém cung cd the dude xuc-
tién bdi nhu'ng phddng-phap khong hmh-thtic Neu riéng mbi ngddl
cong—chdc ) phat-trlen nhﬁ‘ng tleubchuan tu‘—k1em va luan-ly vé
trach—nh}em cd-nhén, thi' toan-thé t8-chite cung co tmh-than trach-
nhiém. D& hoan-thinh mue-phiéu nay, céng-chu'c phai dude tuyen-
Iya k¥ luidng. Cac nghlep-doan cung ¢d the’ gitt mat vai-trd quan-
trong trong cong—cuoc phat—trlen nhifng tiéu-chuén hanh-kigm t&%

.dep.

Nhiéu cuc-d1en tot dep cda ne?n hanh-chmh la1 hinh nhif tudng-
phan vdi nhau. Chiing ta @4 thdo-ludn v& hai trtfdnguhdp nay —
quyén-han tu‘dng-phan vdi trdch-nhiém v hé-thohg cong-chu?c
chuyen—nghxep vai tréch—nhlem Va chung ta 43 théy ring nhilng

. tranh-chip nay khéng phai 13 khéng thé gléi-quyet

Sau cung, chung ta @3 xét van-de Trich-nhiém vé ca1 g1 7
T01 45 két lugn vé vih-dé nay rang cong chung hi-vong rat nhidh
¢ ngudi cong-chu’c V1et Nam. Qul-vl s€ ¢ trach-nhiém vé nhu‘ng
hanh- d‘ong sang subt va le-do vé sang-klen vugt tmh trang bat-d‘ong
va vé nhﬁ‘ng g1a1—phap t4t dep cho cdc vAh-dé,

. Idde vio & t01 da nodi rang loat bai ttfang-tmﬂ'x nay la mot sy
thit-thach 10n 61 vdi Phai-doin Tru’dng Pai-hge Mlch1gan State
ching t6i. Su thét, tuy sy thi-théch nay 16n nhung con vé cling nhé
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bé nél so sanh véi sy thd-thdch ma cﬁng-chfic chinh-phtl Viat-Nam
phai c’:tcu pho. Trong nhiém-vu dang-chd ddi qu1-v1, chung 161 s& rat
vui xlidng dlfdc g1up dd qu1 v1, nhing quan—trong nhat vin 1a phan
trach- nhlem cua qui vi. T4t cd ching t6i xin chic qui vi'dude nh1eu
<« may' min », .

.
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*  INFTRODUCTION

The dynamics of public administration is a study which was
largely neglected before the present century. Until comparativeiy

. recent years students of government devoted themselves primarily

to constitutional, political, and legal institutions. Surprisingly little
atiention was given to the practical questions surrounding the
faithful and efficient execution of public policy, or to studying how
the bureaucracy might be used eﬁectzvely to further — rather than
thwart — the public will. ‘ ~

*

The past twenty years, however, have seen an awakening to
the importance of the administrative, or business, side of govern-
ment. It has become increasingly evident that policies, no matter
how enlightened, and no matter how harmonious with the public
interest, are of little consequence unless they are carried out by
men and women of intelligence, technically qualified, democratically
inclined, and dedicated to-the concept of public service.

The progress and development of Free Viet-Nam hinges in. very
large measure upon the development of an effective, responsible
systemn of democratic governmental administration. Sovereignty
has brought Viet-Nam new burdens and responsibilities. The Viet-
namese nation is now conironted with social and economic =prob]e}ns
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of the greatest magnitude. The admipistiative branch'of the govern-

ment will play an important role in the formulation of policies
upon which the solution to these problems depend. Moreover, in
the execution of policies it is necessary to delegate discretionary

authority to administrators. True, effective democracy demands.

the subordination of personal authority to that of the law. But in
successfully dealing with the problems of a technological age, the
rule of law cannot be rigid and inflexible ; it must be flexible and
- resilienit in q‘rder that its admmlstratlon can adjust to varying and
unpredlctable circumstances. . . ' £

In Viet-Nam, the President of the Republic and the Natiorial
Assembly, as the elected representatives of the people, properly
determine the fundamental policies of the nation. The success or
failure of their policies for keeping Viet-Nam abreast of the

advances of history and insuring its surv1va1 as a free ‘and inde- -

pendent state will largely depend upon the eﬂectlveness of Viet-
namese administration.

The President of the Republic has recogmzed the need for a
sound administrative system, responsive and a¢countable to the will

of the people. For this reason, at the beginning of 1955, a contract’

was signed between the representatives of the Vietnamese govern-
mient and Michigan State University according' to which the
university was to send to Viet-Nam a number of expérts to work
at the National Institute of Administration .and to study concur-
rently ways and ‘means of reorganizing Vietnamese administrative

- agencies t0 make them more suitable to the needs of "a modern _

nation. ) ]

Carrying ouf, the instructions of thé President of the Republie,
the National Institute of Administration, in.cooperation with the

experts of the Michigan Uhiversity Group in Viet-Nam, organized .

a series of lectures on the problems of public administration. The
lectures, held in the Saigon City Hall during May and June, 19586,

" were attended by.a large audience of hlgh-rankmg Vietnamese

civil servants

Because.of the large number of requests for copies of the
addresses and. because of our belief that the remarks of the speakers
might be of interest to inany persons who were unable to attend
the sessions, we have recorded the lectures in bock form. It is our

r

T
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sincere hppe that this volume will contribute in some small measure
to the success of the peaceful revolution now taking place in Viet-
Nam for the establishment of greater.freedom and justice. -

It remains to acknowledge the assistance we have received
* from Messrs. Nguyén-ngoc-Linh .and Nguyén-ngde-Phach of the
Viet-Nam Trahslation Service, who contributed their competenee
as translators to the success of this lecture series_and the pub-
lication of this book. ) {

VU QUOC THONG

Director, National Instifute
of Adminisiration: !

=

WESLEY R. FISHEL

Chief Advisor, Michigan Staie
s University Group in Viet-Nam

v

Saigon, December 195§
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¢ I THE - ROLE OF MANAGEMENT
IN GOVERNMENT
by Walter W. Mode

)

A1l of us probably have experienced that when two or more
people get together one individual usually takes the lead in what
is said.or done. It is a perfectly natural thing for leadership to.show
itself. It poirits out that leadership is not something possessed: by
only a few people, but is inherent in all of us. Every one of us
here today is a leader at some time in some ‘place.

This emphasizes the fact that each of us really has management
qualifications which can be developed if. we work at it. As super-
visors, we know that we get better results from our employees
whoin we lead than from those whom we drive. Like everyone else,
they accomplish more when they follow directions willingly than
when they are motivated by fear of reprisals or loss of their jobs.

¥ou can recall how you got others to work with you in school,
in clubs, in your family ahd in other jobs. As a good leader you
had to keep ahead of your followers but not so far ahead that you
left them behind and found yourse]:f alone. Also, you have been on
the «receiving end » of supervision. You have dlstlngmshed good
supervision from bad. You have experienced takmg directions —
how have you respondéd to taking orders as compared to your
response at being requested ? You have experienced receiving clear
and. complete explanations of your work. Many of you have been
« put on your own »-The sum total of your experiences in manage-
ment and the relationships-in working with other people point-to
the conclusion fhat management skills can be Iearned and applied.
Now let us-take a quick glance at a few of the trends in modern
management.

Policy Making . 2 -

One of the very first skills in mog:fern management must relate
itself to policy making. Policy is the foundation for arrétés, regu-
lations, and ‘instructions, Policy is an approved course or guide
for administrative action. Who is responsible for policy making ?

e

!
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Usually, the boss, the top executive such as the Secretary of Stdte,
but no one man develops policy. It is done through consultation up
and down the }ne, It stems from the experiences of executives,
supervisors and workers. It is formed by developing a policy and
trying it out: by reviewing it and adjusting it to changing
positions and needs. Policy” statements must be clear and under-
standable and in writing. Policy, its objectives and purposes, must
be explained and thoroughly discussed with each level of adminis-
tration, The earmarks of good policy are that they are clear, concise
and complete without being wordy. They are based on sound
principles, are realistic and workable, are developed cooperatively
and are characterized by smooth execution, complete understanding
and efficient operation. A weak policy is often evidenced by con-
fusion, misunderstanding and inefficient operation.

Ozxganization ‘ Y,

Clesely 2kin to policy making is the organization principle and
delegation of authority. The organization must be as simple as
possible, Sir Henry Deterding; head of the World-wide Royal Dutch
Shell says : « There is a master key to success with which no man
can fail. Its name is simplicity : simplicity I unean in the sense
of reducing to the simplest possible terms every problem that
besets us. Almost evéry man can succeed if only he will simplify
everything in his life — everything that is complicated is wrong.
Simplicity rules everything worthwhile »,

The organization must not be broken down into many small
units. Bach unit must justify itself. '

The organization must he able to meet new .conditions. This
iz especially true in Free Vietnam today. It must be capable of
working as a team to meet néw, unforeseen problems. Personnel
" should  not become so identified with' their department that they °
lose sight of the overall objectives. Objectives come first. Organ-
ization. is a means to an end, not an end in itself. The organization
must have the ability to grow or contract without fundamental
or radical.change. In order to prevent duplication of effort and
overlapping of responsibility which causes confusion and delay,
every necessary function must be clearly assigned to a single unit
of the organization. This will promote simple rouiines and direct
effective action. Staff unifs must be recognized and must perform
staff functions. Staffs advise and suggest. They do not command,
order or direct. They assist the head of the organization. He may
take actiomr on their suggestion. This becomes his action, not the

-~
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staff’s. In this way the stafis share in the responsibility of owferall
planning, coordination .and review.

Responsibility must be matched by authority. Unless actlon
is taken fo assign authority along with responsiblities, executives
might turn into glorified messengers. Don’t give a man a job unless
you also give him the necessary tools. Consider authority -and
responsibility as a team. : '

Kach person must know to whom he reports and who reports
to him. There must be a definite line of authority that is clearly
understood. As executives, you must respect lites of authority
when dealing with subordinates. Executives generally have a
tendency fo by-pass supervisors, They like to deal with people
directly in order to get quick action. However, in by-passing’
assistants: they break down the lines of authority. Each person
in the organization must have one boss and only one boss. When
this principle is not applied, confusion and frustration result. « No
man can serve two masters ». s

Commumcatlon within the orgamzatlon must be good. Up,
down and sidewdys. Traditionally communicatioh is down. It is
usually in the form of orders. Recently the idea of commu- -
nications going up — to the boss — has been introduced. People
at lower levels have good ideas and legitimate complaints. Under-
standing and hearing their ideas is sometimes like putting money
in the bank. It is an old adage that the man close to the problem
ustally knows quite a bit about it.

Constant effort should be expended to find « A better way to
do a task». Procedures should never he considered final. A new
machine or a new idea may change them anytime. -Control must
be exercised through attention fo exceptional rather than routine
problems. This is commonly called « management by exception ».
It is expressed in the idea «take care of the big'things and the
little things will take care of themselves ». It is realistic in that the
executive is too valuable to continually use his time on small
details. Too many supervisors require that every routine action
flow across their desks. They bury their heads in detail and become
so used to the minor aspects of the work that the big problems.
stagger them and they cry for help. Another'way of saying this
is « Don’t catch the centimes as the piastres roll by ». Develop your
supervisors by making sure they get their share of big problems’
to solve. Finally, a system of performance review and improve- -
ment must be built into the organization. This system will enable
you to know how you are doing. Checks should be made for work
quality as well as quantity. If fair stangards of output are estab-



7

6 The Role of Management in Government

lished the employees will try to better fhese standards. Perform-
ance might be reviewed by reports, inspections, cost analyses and
management audits. Make sure that each report serves-a current
purpese, Sometimes the purpose leaves but the report stays. This
is one way of spending your money for nothing. )

Role of Executive ' '

With your policy formulated and your organization under way,
let us now turn to the executive’s role. The first factor of successful
management is an understanding of the job to be done. What is
the plan ? Planning is mot an end but a means. It is the starting
point for administrative action by the executive,

Today, we are interested in what will help us to become
executives and leaders of our employees. Let us see if we can
1dent1fy some of the more important gualities which we could
expect to find in a'leader. Think for a moment of a person you have
worked for or with, who, in your opinion, was a good leader. What
is the one ability or quality that makes him outstanding ? Let me
suggest a few which I think are iImportant to supemsory
leadership : .

A good leader must quickly sense the job to be done, and
prepare plans to have it carried out. Usually a «master plan»
which is explained ta the workers will give direction to the effort.
A good leader not only knows that duties should be delegated but
he also knows how to delegate. He must start by analyzing his
own job to see how much of it he can delegate and by delegating
simple things. Delegation does not relieve a supervisor of ultimate
responsibility ; therefore, he must delegate carefully.and wisely.

Each supervisor can make better decisions if he profits by
“experience and constantly evaluates previous decisions against
their results. He sticks to his decision once made, and plans for
carrying it through. However, a good supervisor can recognize a
wrong decision and will take steps to adjust. He should develop
the habit of making decisions promptly and accepting full respon-
sibility for each decision, once it is made.

Each supervisor must understand all parts of each job so that
he can concentrate on the difficult parts and assist new workers.
This, is done by setting up a training plan for each job and by
instructing carefully on each element of the joh. A supervisor can
be resourceful if he keeps improving his own skill and kmows
fully the abilities as well as the limitations of his men. Other
people, especially his employees,” will rely on a supervisor if he
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makes honesty a practice in small ways as well as big ways, if
he deals absolutely fairly and squarely with all his men and has
no favorites. ‘

Another quality of thewexecutive or leader is patience. Patience
will become a habit if the supervisor recognizes differences among
people, thaf they are not all the, same nhor equally competent.

To summarize, there are many abilities and qualities which
are necessary for good executive directions such as sensing the job
to be done, making plans, making prompt decisions based on facts,
understanding each job under his supervision, training his employees,
and handling human relations with patience.

‘We have explored some practical ways by'which we can
strengthen our job leadership. These are sound methods and can
be used to help us. We now face ancther guestion — why is it
that we so seldom do anything about these matters. This gquestion
is highly significant. We usually say that we do not have time or
that we forget about these things when we are busy or that « it is too
late for me to change my habits ».

What we are saying is that the « art » of leadership is a series
of habits in daily econduct which, through practice, become part
of us. The way to acquire thls arct is to begin with the little things
we do and consciously strive to do them better, The time to begin
is now. You know pe'rhaps better than anyone else what some of
your weaker points are as a supervisor, Begin working on those.
Develop a few new habits, work on those, then go on.to others.
By doing this we develop our leadership qualities. !

Another idea that we might use to get rid of a bad habit is to
replace it with a good one. If my weakness happened to be in job
training (probably because I feel inadequate to do it) I might plan
in advance for each such situation so that when I started to train
the employee, it would Be easier to do it the right way. I merely
force myself to replace a weak habit with a stronger one.

Budgeting as a Tool of Management

‘We now have covered policy making, organization, and exec-
utive leadership as they relate to management. We shall now turn
our attention to budgeting as a tool of management. Every govern-
ment depends upon the nature of the society in which that govern-
ment needs sufficient money for its work. Broadly speaking, the
amount of money required for the suppert of a parficular govern-
ment operates, upon the character of its-political system and upon
the types of‘ functions which it assumes. The money needed is

~
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affected by the political system under which it works, especially
by the social and economic aims of that system. The process by
which money is obtained and applied to the support of govern-
ment varies widely from country to country. But in every instance
this process is conditioned by human ecircumstances, in which
political ideas, governmental structures, economic conditions, and
social policies are the main considerations. In ‘a democracy the
money needs of the government are not regarded in the same
light nor met in the same way as in an autocracy, mainly because
the political th.mkmg of the one assumes a point of view which
is quite different from that of the other. Thus a parliamentary
government uses different rules and regulations from a government
controlled: and managed by a dictator. Also, the standards and
conditions of its économic life.exert a modifying influence. The’
economic. and social policies which a government attempts fto
carry out tend to fashion its methods of raising and spending money.
A government which fosters individualism, for example, does not
pursue the same methods as one that has collectivism asits goal.

Amid all of these wariations in the methods of financing
governments in different parts of the world and under different
forms of political organizations, there are still some uniform
elements One of these is a plan for the money needs of a govern-
ment, embracing both income and outgo. Another is a procedure,
or method, by which this plan is formulated, authorized, executed
and controlled. A third is the existence of some governmental
authority which assumes responsibility for the plan in each of
its successive stages. These elements are modified by historic
environment, political ideas, governmental patterns, and the
exigencies of human existence. But the fact remains that all
modern governments do plan their money needs through their
regular constituted authorities. This process of financial planning
has been called «budgeting» a word that has been used in this
sense for about two centuries.

In con31der:mg budgeting as a tool. of management we must
look to the responsibilify of budget administration. In government
we are spending the money of other people That factor makes it
necessary for us to be €ven more prudent, more scrupulous, and
more economical in governmental expenditures than we would be
if we were spending our own funds. Why ? From an ethical point
of view, because we are acting as trustees for the property of
others. We have an obligation to the taxpayers which cannot be
lightly” discounted. Historically the budget is vitally connected
with the development of representative government. It is one of

-
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the zzonstitutional bulwarks of every government of this general
type. - - .

What is budget 7 When, viewed in the light of present day
usage and considering its historical background the budget may be
said to have three essential elements: .

1. A financial plan. ‘
2. A procedure for formulating, authorizing, executing and
controlling this plan ’

3. Some governmental authority responsible for each successive
stage in this procedure.

These elements in combination are usually called: the « budget
" process» or simply «budgeting» while the financial plan ifself
is known as the «budget ». The budget as a plan sets forth -the
money needs of the government for a definite future period. In
so doing it presents a balanced relafionship. between estirnated
expenditures and anticipated income. The budget is an instrument
used by management in planning its future activities. It is.a
means’ whereby management charts its course for any given
period. It includes an estimate of the expenses and income. Wise
management uses budgeting as 2 continuous activity that must
function during normal as well as abnormal periods. Budgets are
yardsticks for the measurement of the efficiency of operations.
They form the basis for comparing actual results and its accom-
panying costs with estimates taken from. past experience. When
the course has been charted and expressed through thle medium °
of a budget, means must be found that will enable the agency to
hold its.course as planned, or if need be, to make orderly changes.
This has been termed the « operation of the budget » or « budget-
ary confrol».

The construction of a budget forces the formation of policies
on the part of management. Through the budget, management is
committing itself to a plan of action. This action requires decision
regarding scope and sequence of future -activity. It should be
understood that a budget is a means toward an end and is not an
end within itself. Budgets are made to be used. They are tools of
management. They are standards against which every executive
and supervisor in the organization may measure the results
attained. They establish goals to which each agency and each
employee within the agency must contribute his designated share
in terms of the unified plan. This leads toward precision and con-
_fidence, An agency head knows what is 1aid out for his agency to
accomplish, He knows what is expected of him. He knows when
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he has done a good job or when and where he is falling behind.

. In this way, much of the worry of uncertainty is eliminated.

Budgets, properly- constructed and operated, may have a
constructive influence on the personnel of an organization. Budgets
may serve as a means for bringing about realization of the common

" goals of all'who belong to the organization and all who serve it.

In this capacity the budget serves as a coordinating influence, one
that brings unity to the -organijzation., To administer the enacted
budget effectively, an administrator must establish a system which
will enable him to direct the work and which also will provide a
continuous and current review to assure that operatlons are
proceeding in accordance with plans.

The budget system should receive the attention and active
support of the executive. His respect for the system and his use
of its products will l.nﬂuence lts acceptance throughout the
organization,

There should not only be complete understanding of the
existence, aims, and purpose of the systerh, but also their accept-
ance and cooperation by all the operating officials. Throughout
the organization there should be .a sense of public trust, a feeling
of duty to carry out the functions established by law w1th the
greatest economy and efficiency possible.

It is regrettable that the development of systems of budgetary
preparation and control in its broader Iﬁeaning‘has been so slow
because the purposes of budgets are synonymous with manage-
ment functions : planning, control and coordination. Many execu-

* tives think of the term «budget» as applying énly to fidancial

planning. This, of course, dates back fo the original concept of
budgets as handed down by governmental organizations. However,
with the noticeable surge of interest in improved management
techniques, further development and refinement of budgeting as
a management technigue appears hopeful.

There are two distinet but closely interrelated phases of
budgeting, preparation and control, which are of special signif-
icance. If the purposes of budgeting are to be fully realized,

. procedures of preparation and control must be cooperative. This

means that there must be participation by representatives of all
departments or groups throughout the organization.

Good budgeting procedure requires that demands shall be held
flexible. Some' degree of change is inevitable because of the kind
of world we live in, but the fact that the future is uncertain ‘does
not justify aimless wandering. Quite to the contrary, it increases
the need for planning and requires that plans be constructed in

)
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a way to provide aliernative lines of action. Various interpreta-
tions of the variable budget principle provides a means by which
an organization replaces and reschedulesits work to meet changing
conditions.”

Adequate budget preparation and control requires a system
of records that will make available the various types of. infor-
mation pertinent to the subject with the least possible delay. The
latter is particularly important in budgetary control. The shorter
the time lag in the reporting of mforma.tlon the more effective
the control.

Employer Relationship

Assuming you now have your basic pélicy, your organization,
your plan of operation and the money to operate we know that the |
execution of the plan must be worked through employees. We all
~ know that unless employees have some sort of effective motiva~
tion: to do a good job all we will get is half-hearted compliance.
Yet to build and maintain a high level of morale is not something
we can trust to luck. Supervisors have to be constantily vigilant
to see that «the wili to work» exisis in the employee group.

Creating the proper attitudes starts with giving each new
employee a good impression of the working conditions, the kind’
of assignment he is to get, the people he~will work with, and,
most itnportant, the person he will be working for and with.

The state of morale of a work groflp seldom stays put for very
. long. It usually is rising or falling, and: changes can be both great
and rapid. To keep the average high, we have to be sensitive 1o
employee feelings and take prompt action to eliminate or miinimize
what ig bothering them, while we are supplying other motivation
for high production. Most supervisors create a favor,able relahon—
ship for high morale by setting an example of calmness, fa.lrness
consideration and diligence. Also the supervisor talks freely and
frankly .with employees so that they can get any worries or troubles
off their minds promptly. He encourages ideas for improvements
and gives credit for them, keeps discussions on the work instead of
on the workers, and leis people know in advance of any cha.nges
that will affect them. :

No matter how wnl]mg an employee may be, he cannot become
a satisfactory workman if he doesn’t know what to do or how to
do_it. One of the most important parts of every supervisor’s job
is to train his people in necessary job skills and knowledges. Before
rushing into job training it pays to take a little time to get ready.
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in order to be sure that we know exactly what we are going to’
present, that no important items have been left out, that it isin a
-Jlogical order to make learning easy, and that everything needed is
1at hand when training starts. When the time comes to instruct the
employee, it may be helpful to get Him ready to learn, to arcuse his
interest. Then take each step in.order, tell him what it is and them
show him how to do it.. When he seems to understand, let him try
the task and correct any mistakes at once. When he demonstrates
that he has learned what to do and how to do it, put him to work
and check occasionally to see how he is getting along: By following
this rather simple procedure many of the training problems solve
themselves. It boils down to this: understanding the job, have a
good training plan and carrying out the plan.

Motivation of Employees

Another function of management is the motivation or stimu-
lation of employees or getting things dope through employees. The
function of management isto get things dene. The tools of manage-
ment are people, things and money. The problem of management
is the proper utilization of s tools. Money can be obtained in many
ways — borrowing, taxing, appropriating. Things can be impro-
vised, changed or done without. But people w? must take as they
are and utilize properly. Employees are these people and they have
ambitions, pride and hope. The question is how can they be motiva-~
ted o get things done. Motivation is the moving power behind all
action, all conduct. ‘We do things because we have to or because
we want to. « Want to » is stronger and more enduring than « have
to ». It changes forms of life, society, and institutions. It « gets things
done ». Probably one of the most difficult problems of management
is to understand. the motivations’and atfitudes of employees so as to
epsure that employees working together will give the ultimate
service to the organization. It has been said that « You can buy a
man’s time, you can buy a man’s physical presence at a given
place : you can even buy a measured number of skilled muscular
motions per hour or day. Put you cannot buy enthusiasm : you
cannot buy the devotion of hearts, minds and souls. You have to
earn those things... », That is the executive’s job, because the most
promising source of productivity in govermment is the human will
to work.

- Responsihility for Public Service

Finally, we turn to the government administrator’s responsi-
<bility for public service. Top-level administrators are generalists.
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The best ones in government service closely approach the politician
in his ability to weigh forces, sen‘tnnents and demands of the
people. This is essential.

The concept of « publi¢c service » as a respon31b111ty of govern-
- rhent administrators permeates the entire thinking in the field of
public administration. It is impossible to talk on any subjeet in this
field without sooner or later making reference fo this concept.

In planning, for instance, most if not all plans are predicated
on the basis that the end product or objective to be met must be, of
service to the public.-Organizations are designed to make it
sible to carry out the objectives of the department or agency in
the best manner. Controls and inspections are necessary to insure "
that the public gets the service planned for. Budgets and budgetary
controls are designed to insure competent and economical expend-
iture of public funds. And as for communications, one important
phase of communications is to msure that the administrator is
informed of the public’s desires.

In the last analysis, the criteria and ob]ectwes of public admi-
nistration can be resolved more or less into a unity. Efficiency,
planning, principle, philosophy — all of these are involved in the
provision of service for the community’s wants. Government serv-
ants should.keep in mind the fact that the public is their master
and that the fulfillment of communal wants is the ultimate test of
all their activities! But administration is more than a lifeless plan.
It plans, it contrives, it philosophizes, it educates, it builds for the
community as a whole. . :

Here in Free Vietnam this responsibility was emphasized by
President Ngo-dinh-Diém in dedicating the Natlonal Institute of
Administration when he said :

« The ecivil servant must understand that administrative oper-
ation does not constitute an end in itself but is simply 'a way. to
help the civil servant to serve the people with more diligence and
efficacy. That is why the civil servant is to maintain a permanent
contact with the population and to take care that complicated
formalities do not become a barrier that separates the civil servants
from the population and makes a closed and egotistic caste »,

The President of the Republic has thus defined one of the
essential missions which is to make the civil servant elite under-

stand that it is the .s'pv.mt of a directive which counts, not the letter
of the arrete.
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by Guy H. Fox

\

In any large organization there are three broad, general zones
of management : (1) top management ; (2). middle management ;
(3) and first line supervision. No sharp lines of distinetion can be
drawn between these levels of responsibility, and opinions as to
which category a spec1ﬁc falls might well differ.

In general, howevey, it may be said that middlé management
refers to the intermediate echelons of management. In Vietnam,
for example, middle management would cover a rather broad,
though not necessarily rigid, span and would include, among
others, the following: the directeurs généraux (who, however,
may be considered as being in the twilight zone between top and
middle management) ; chefs de services; chefs de bureau; and
possibly (depending on who is making the classification) the chefs
de sections. Middle management would also include the heads and
principal officials of field establishmenis; managers of public
institutions such as schools hospitals, and €leemosynary establish-
ments, Some writers would include, also, the heads of depart-
mental staff agencies and departmental auxiliary (or housekeep-
ing) services such as purchasing, personnel, budgetary, and
accointing offices. Regardless, however, of whether or not such

staff and auxiliary officials should be considered as middle man-

agers, I am confining my remarks today to line officials, ie., to
those officials who are in the chain of command and carry out the
bagic functions for which governments exist.

Middle management is a critical sector in. an admmlstratlve
organization. It is middle management which is responsible for the
planning of specific programs and the direction of government
operations. As Professor Leonard D. White has said, middle man-
agement deals with ‘matters « vital to good administration, calling
for skill, fidelity, and capacify for leadership ». It is with middle
management that «. the substantive action of government in behalf
of citizens comes to fruition;.. here it is that the spirit and
temper of the public service and its reputation are largely made...
It is also a training ground from which a conmderable part of top
management emerges »,
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Indeed, experience has shown that middle management, if

misdirected, can be an -effective estoppel on democracy itself. I
‘observed in the ‘early post-war period in Japan such a sabotage
of the democratic process by a bureaucracy which was out of tune
with the policy making branches. The Japanese legislature would
_pass laws and the ministers would endeavor to carry them out,
but old-time bureaucrats, still imbued with the spirit of author:

itarianismm and opposed to the new democratic reforms, would

twist, distort and thwart the popular will. A somewhat similar,
though not nearly so serious, situation existed in (Great Britain
following World War II when the Labor Party came into power.
At least the Labor Administration complained that key positions
. in. the civil serviee were filled with members of the Conservative
Praty who hampered the efforts of ministers to activate then' legis-
lative program.
It is submitted that in a democratic society middle managers

invariably should bow to the will of the people as. expressed by

their elected representatives in the legislature and as executed by
a politically responsible executive, It is not within the province of
middle managers o deeide or to change policies. Rather, it is their
solemn duty o carry out faithfully and to the best of their abilities
whatever-policies the political branches decide, regardless of their
own personal views to the contrary.

In spite of its importance to effectlve administration and even
to the successful functioning of the démocratic process, middle
management has never received the attention which it deserves.
Studies and analyses of the subject are rare: Moreover, administra-
tive reforms have ofien neglected middle management and more
frequently have been directed to the task of strengthening top man-
agement, especially through the development of adequate central
staff and auxiliary services. While thissstrengthening of top manage-
ment and the development of staff and auxiliary agencies are

essential, it has diverted attention from the less dramatic, but no -

less important, field of middle management.

Anocther reason why middle management has received to little
consideration is the fact that in many countries (the United States
being an example), middle management is not a recognized occupa-
‘tional grouping or category. I shall comment further on, and
clarify, this point shortly. At this juneture, I merely wish to call

¢ attention to the fact that in many countries “middle managers
\frequently reach their positions because of specialized competence
in a particular division or sub-division and not because of their
general managerial qualifications. In other words, middle managers
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are offen considered primarily as functional specialists instead of
members of a distinet class or group of managers. .

In Vietnam I am happy to note the establishment and develop-
ment of the National Institute of Administration as an indication
of the awareness in this country of the need for selecting and
preparing middle managers. Through its regular three-year degree
program, its large evening school, its in-service training- activities,
its rapidly expanding library facilities in the field of government
administration, its work in administrative research, and its other
undertakings for the improvement of public administration, the’
Institute appears destined to play an increasingly prominent role
in the advancement of middle management in Vietnam. I should
like to express the earnest hope not only that the Institute con-
tinue to enlarge ifs present programs bui alse that other avenues
for making middle management more effective he considered and
explored. In this latter undertaking, you — who, for the most part,
are middle managers -— have the ability, the intferesi, and, I
submit, the duty to your country to contribute liberally.

' One of the few studies of middle management in the United
States was made In 1951 by a presidential commniittee, popularly
known as the Reed Committee. This committee, among its recom-
mendatlons stated

«..we think it would be helpful if the positions involving
administrative duties were identified and carefully described
in each department and agency, and if each department and
agency made and keptcurrent a list or inventory of persons
who had demonstrated that they possessed administrative .
skill, With the personal and official history, present classifica-
tion and other relevant data. We also believe that the con-
tinuous search for good prospective material for administration
should be more definitely recognized in some departménts...
as a joint responsibility of superviosors ‘and personnel
officers... ».

~

Thus, the Reed Committee, while not going so far as to recom-
mend an occupational grouping for middle managers, emphasized
the point that the public service could be measurably improved
through greater efforts to insure that middle managers possess
managerial qualifications.

The Reed Committee also made a significant observatlon about
the outlook of middle managers. Middle managers, the committee
said, offen « suffer from an insularity which hampers their effec-
tive eoordination as parts of a single whole», By that the com-’
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mittee meant that the vision.of middle managers is frequently -
focused so closely on their relatively small domains that they
develop a warped, distorted- sense of importance of their agencies
and their functions; as a result, they tend to think largely in
terms of the protection and welfare -of their units and fail to
recognize a common responsibility to a common and single em-
ployer, the people as represented by the Legislature and the
President.

Accordmg to Professors Fritz M. Marx and Henry Reining,
Jr., the reasons for the narrow or insular ouflock so often held by
middle managers are twofold : (1) the size and (2) the functional-
ization of large-scale organizations. In their words, «Tied to a
particular sub-division in a complex structure, the middle manager
is apt to identify himself with the more tangible realities and
objectives of his sub-division ». Moreover, they point oui that
‘middle managers sometimes have difficulty in seeing themselves
as parts of a managerial grouping rather than as parts of the
technical specialities or professions within which they rose.

Now we are ready to consider the question: Should middle
managers be primarily technicians or primarily managers ? Should
we recognize management per se in the intermediate levels of
.administration by creating, as the British have done, an occupa-
tional grouping of .managers. There is no easy or universally
accepted answer to the question (or questions). The answer may

 well depend on many factors, may vary among agencies or func-
tions, or may depend upon the level ¥ middle management.

Especially for the upper levels of middle management is there

a good case for the proposition that middle managers should

constitute an occupational grouping. In these levels, the tasks of

the middle manager are largely administrative, that is, he devotes

most of his time and energy to such managerial duties as planning,

_budgeting, organization, staffing, resolving disputes, directing,
coordinating, reporting, following up.decisions, and so forth. Many

examples can be cited in which capable adminisirators have been

eminently successful in direeting varying functional fields tfo

which they have been assigned. Though a manager needs to have

an understanding of the function he directs, he can offen acquire *

the sufficient essentials affer 'assignment. Indeed, in the upper

levels of middle management, the manager must supervise various

technical funetions and cannot be an expert in all; and certainly

 ~he should not have the narrow viewpoint of, nor represent the
interests of, a single speciality. Rather, it would seem preferable
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for him to be a generalist with a good, though not necessarily
technical, understanding and appreciatioh of the specific functlons

under his direction.

An occupational grouping of middle managers would undoubt-
edly* have certain advantages. Especially if accompanied by a
system of inter-functional and even interdepartmental transfers,
such a groupmg would, as Professor Marx has said, impart to
middle managers a greater awareness: of their general role. In his
words, « managers would gain a wider vision and greater capacity
for coordinative adjustmentss. Furthermore, as the same writer
has pointed out, a career grouping of middle managers would
facilitate an exchange of personnel between line and staff, thus
promoting beiter line-staff understanding — an understanding
which is, unfortunately, often lacking at present and which-is
greatly needed in administration.

Whatever may be the answer to the controversial question as
to what extent middle managers should possess a technical knowl-
edge of their functional fleld, one fact is clear. As the ‘Reed
Committee emphasized, they need to have managerial capacity in

order.to exercise effective leadership within their areas of super-".

vision. They must be able fo motivate and energize subordinates
and to achieve teamwork in action. In short, they must be able,
to use the words of Lawrence A. Appley, to get things done

« through the efforts of other people ». Since the subjects of leader-,

ship and supervision are taken up by other lecturers in this series,
I shall not discuss those topics now. However, I shall include some
pertinent materials on the topic which you will find in the sup-
plement to this lecture, a copy of which will be distributed to you
at the close of today’s meeting.

Effective middle management calls not only for capable man-
agement of a particular functional area. Middle managers also
have the duty of coordinating and relating their actions to organ-
" ization-wide aims and purposes. This, in turn, means a receptivity
to the policy decisions of the top command and the coordination
and collaboration with other middle managers.

For, effective leadership and coordination, a good system of
communications is essential. I am using the term «¢ommunica-
tions » in a broad sense to include telephonic and direet conver-
sations, letters, news shéets, memoranda, reporis, directives,
consultations, conferences, committee nieetiﬁgs, bulletin boards,
suggestion boxes — and even actions and attitudes which some-
times speak loudér (and more accurately) than words. !
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Limitations of time preclude consideration of the essentials of
an effective communications system. However, I should like to
submit the general propositions that a good communieation system
should provide for three-way traffic: downward, upward, and
horizontal (and one mighf even add «diagonal» as a fourth
direction).

It is the duty of top management through downward commiu-
nications to keep middle nianagement informed ' of the over-all
aims and ‘goals of the organization. Middle management should be
apprised, also, in so far as feasible, of the motivations, intentions,
and reasons underlying the actions of top management. It is only
by having an understanding of ‘general aims and goals of the organ-
ization and the motives 6f top management that middle manage-
ment will be in a position to makeé rhany decisions at their levels,
thus relieving congestion at the top. Moreover, if middle managers
have an understanding of general goals and motives; they "will be
better able to concentrate their energies on truly important mat-
ters; where naiddle management is ignorant of the aims of top
management, minor matters are likely to assert themselves and
to become magnified. Finally, by being cognizant of organizational
aims and thinking, middle management can more readily be inven-
tive and creative in fulfilling organizational purposes.

The effectiveness of middle management is further enhanced
by a system of upward communications which permit that segment
of management to participate in the formulation of plans and
policies by top management. Since middle managers are familiar
with the actual operations of {government programs, they are in a
good position to know what will work and what will not work;
what is needed and what should be avoided. Therefore, plans’ and
policies will be more realistic, if they reflect the ideas of middle
managers who must carry them out. Moreover, when their own
thinking is embodied- in plans and policies, middle managers
are likely to carry them out with greater understanding and
enthusiasm.

Parenthetically, it should be noted that the practice of keeping
subordinates informed through downward communications, and of
giving them an opportunity through upward comrunications to
participate in matfers eoncerning their interests should apply not
only to the relations between top and’ middle .management, It is
equally important, and for the same reasons, that two-way com-
munications should characterize the relatmnshlps between middle
Tanagers and their subordinates.

———
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Egqually important with downward and upward communica-
tions fo the effective functioning of middle management are
horizontal communications. It is horizontal communications which
afford a means of coordinating the activities of various middle "
managers and of broadening their outlook. Since the subject of |
coordination will be discussed by other speakers, I shall comment.
only on ‘the broadening of the outlook of middle managers thropgh
horizontal communications.

- As Herbert A. Simon has shown, one of the 'many barriers to
effective communications in an administrative organization is the
v « frame of reference» of the sender or recipient. Individuals and
organizations often have «mental sets» or fixed patterns of
thinking, which distort or color their perspective. The «méntal
set » may be caused by deeply ingrained habits, traditions, preju-
dites, absorption in a narrow speciality, or other factors. For
exa_mple an. old-time navy man, who has reveled for many vears-
in the glory of the battleship and accepted the theory of its invin-
cibility, is slow to accept evidence of its vulnerability to new
weapons. After the explosion of the first atemic bomb, it is interest-
ing to note that the first reaction of-a number of naval officers
was to inform the press that atomic weapons did not challenge the
supremacy of battleships and aircraft carriers. Or to use ancther
example : Various agencies might interpret a cerfain problem
regarding traffic accidents according to their respective back-
grounds and functional specialties. The head of the traffic police- -
men, for example, might interpret the problem as calling for
additional traffic personnel; the traffic engineering division and
perhaps the department of public works might interpret the same
facts primarily as calling for better, wider streets, more one-way
.streets, signal lights, etc.; the safety engineers might think prin-
cipally in terms of devising new mechanical safeguards (such as.
safety glass, better brakes, improved vision) for vehicles; the
public relations pecple may want to seek a solution through an
educational publicity campaign ; and other groups would undoubt-
edly have other approaches.

1 Sometimes officials will make what Professor Simon calls an
« appraisal ef a situation », and then tend to discount facts which
run counter to the appraisal — an appraisal to which they have
perhaps committed themselves .and their organizations. For in-
stance, at one point during the Korean War the higher levels of
American intelligence became convinced that the Chinese Com-
munists would not enter the war. Later, in spite of well-validated
]
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facts which came from ﬁeld sources to the contrary, the upper
levels of intelligence refused to alter their stand. As. we, Imnow,
the results were very serious. -

Just as the frame of reference ].1rmts an individual’s or an

« ofganization’s perception of communications, just so a good system
of communications may result in a broadening of the frame pf
reference. I;~for example, in the problem-of traffic accidents

' ~referred fo a few moments -ago, the traffic police, the traific en-
gineers, the safety engineers, public ‘works officials, public relations
officials, and other concerned groups communicate sufficiently W1th

* each otherand exchange ideas and information, each may in time
- come to see and appreciate the. problem’from the points of views
-of the others. As'a result, the view point.of each may be broadened
*and a concerted, coordinated-effort can be made to solve the problem.

.+ Closely related with the subject of communications is a final
question to be considered. To what extent should top management
exercisze overhead control over middle_management, and to what
extent should middle management be attonomous and independent.
This is & difficult question which can best be answered perhaps on
a case-to-casé basis. Nevertheless, I believe there are some general
guldlng principles.

As to technieal matters within the Junsdmtmn of the1r agen-
cies, middle managers should haye, in my opinion, a wide degree
- of independence. Only under extraordmary circumstances- shouid
top managemenf interfere with middle management’s techmical
~ decisions. If, for example, the pure food.agency condemns food .as
- unfit for human consumption or a division of factory inspéction
requires the harnessmg of dangerous machines, top management
should ordinarily accept those decisions unless there is a question
of fraud, caprice, or 'Illt‘ra vires (illegal autherity) by. middle
management., Under no circumstances is top managbment justified
in inferféring with technical decisions for purely partisan reasons.

. The temptations-on top manadement for suc:hmterventlon may
at times be strong, For instance, a liberal contributor to the cafn-
paign funds of the political party to which a top manager belongs
and owes his position, may request a reversal-of a decision affectmg
the contributér’s’ interests ; or a powerful leglslator whom for
obvious reasons top management does not wish to antagonize, may
ask that a decision affecting one 'of his constituents be overruled. -
In all such cases, it is submitted, top management has the duty to
Pplace the public’s interests.above party considerations. Aside from
the ethlcalr constderations, it edn be sald that good men thnve on
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responsibility, and that a wide area of division and subdivision
independence is indispensable for the development of strong,
resourceful middle managers.

. At the same time, however, it must be recogmzed that there
is a proper area of high policy, the responsibility for which rests
with top management. This responsibility cannot be adequately

fufilled unless middle managers are responsive. If, for example, top

management has decided on certain measures for combatfing infla-
tion, it iy essential that 811 agencies which affect the price and
credit siructure adjust their acts and programs to the accomplish-
ment of the general aim. But sometimes. middle managers resent:
the disturbances and distractions to théir routine which such adjust-
mients necessitate. There is often a tendernicy on the part of divisions
and subdivisions to want to be left alone. (This tendency, inci-

dentally, is sometimes supported and defended by a politically _

influential clientele which the agency regulates and with which
the agency has become friendly — at times too friendly for the
best interests of the public). Even if a clientele is not involved,
middle managers, as already noted, may forget always to consider
problems in the light of the needs and welfare of the K whole

" department or the entire government Tt is properly within the

province of top management to- require middle managers to stay
in accord with over-all deparimental and government-wide

policies.
1

SUPPLEMENT

-

. NOTES ON THE MANAGERIAL ASPECTS OF MIDDLE
*  MANAGERS
Self-Evaluation . T
How may a supérvisor evaluate his own work and the
effictency of his organization. The thirty-minute check-up on
administrative management reproduced below can, with slight
modification, be used by managers at most levls of most functions.

A Thirty-Minute Check-Up on Administrative Management.., *

1. Are we satisfied with the quantity of work ouiput ?
2. Are we satisfied with the quality of werk output ?

L
* Prepared by Milfon L. Brown in 1945, theén Chairman of the Committee »
on Training, Philadelphia Federal Council of Personnel Administration, |

-
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At what levels are operating difficulties apparent ?
Are the difficulties due to factors beyond our contrel ?

. Are there some difficulties that we ecould con‘ﬁrol'?
. Do operating and staff officers use accepted methods to

identify unsatisfactory situations?

. Do all of our employees know what duties they are expected

- to perform ?

. Do all of our employees know how well they are expected

to perform their duties ?

9. Do all our employees know the relé.ﬁonship of. their work
. to that of other work areas? .
10. Are our employees in general working with management
or only for it ?
11. Are we using the following tools-of management to remedy
undesirable situations ?
Competent staff assistance;
Increased delegation of {supe_brvisory and production
duties ; .
A'sane program to train each employee in the skills
and knowledges he needs to do his job ;
A plan of cross-unit training where practicable ;
Reguirement of understudies ;
Satisfactory.employee relations program ;
An adequate placement program,
12, Where can this agency gel assistance in its' personnel

utilization program ?

Principles Basic to Good Manager-Subordinates Relations

A. General Principles *

1. Treat all people as individuals;

by

2. Let people know how they are getting along;
3. Give credit when due;

4. Give people a chance to talk over in advance the -things

, that affect them ;

5. Make the best use of people’s ability.

Ié. Handling a Specific Supervisory Problem. In dealing with
a specific supervisorj,rr guestion the manager may follow the four

‘e

* Walter Dietz, The Foremen’s Basic Kit. )

!
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basic principles emphasrzed in the War Manpower Commission’s
Job Relations Training Program in the United States during
World- War IIL: .

1, Get the facts — be sure you have the whole story ;

2. -Weigﬁ and decide — don't jump, to conclusions ;
_ 3. Take action — don’t « pass the buck » :

4, Check results — did your action help production ?

C. Communications.

Chester I. Banard has said.that « 2 person can and will accept
a communication as authoritative only when four conditions
simultaneously obtain » : -

1. He can and does understand the commun.icationv

2. At the time of -his decision, he believes that it is not
inconsistent with the purpose of the organization

3. At the time of his dee1s1on he believes it to be compatible
with his personal interest as a whole’
4. He is able mentally and physically to comply with it

Ten Commandments of Good Organization :

The American Management Association has emphasized the
> importance of the understanding of responsibility in its ten rules
for effective ‘organization which follow :

1, Definite and clear-cut responmblhtles should he ass1gned to
each executlve

2. Responsibility should always be cnupled with correspondmg
authority, .

3. No change should be made in the scope or responsibi]ities of
a position without a definite understanding to that effect on
the part of all persons concerned.

4. No executive or employee, occupying a single position in the
organization, should be subject to definite orders from more
than one source.

5, Orders should never be given to subordinates over the head
of a responsible executive. Rather than do this the officer
in question should be supplanted. :

6. Criticism of subordinates should, whenever possible, be
made privately, and in no case should a subordinate he

r1t1c1zed in the presence of executives or employees of
equal or lower rank.
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7. No dispute or difference between executives or employees
as to authority or responsibilities.should be considered too
trivial for prompt and careful adjudication.

8. Promotions, wage changes, and disciplinary action should
always be approved by the executive Immedlately superior
to .the one dlrectly respon31b1e

9. No executive or empioyee should ever be required, or
expected to be at the same t1me an assistant to, and critic
of, another.

10. Any executive whose work is subject to regular inspection
should, whenever practicable, be given the assistance .and
facilities necessary-to enable him to maintain an independent
check of the.quality of his work.

1

Administrative Delegaitiun of Authority

James D. Mooney and Alan C. Reiley have written :

*  ..the real leader... finds it easy to delegate authority, and is
quick to do so whenever he perceives its necessity, but he Temains
ever conscious of the fact that there is one thing he cannot dele-
gate, namely his * own authority and the responsibility which it
ineludes, Tt is in fact this very sense of ‘responsibility which fhakes
him s0 ready to delegate any task as soon as the total task begins .
to exceed his'own unalded powers. Such men are the true organ-
izers ; we might call them ‘the born organizers. Organlzmg genius
seems to know mstmctwely that it.must operate through the prin-
ciple of delegation in order to achieve a real collective efficiency
in the pursuit of the cofmon object.-

L]
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I" THE ART OF LEADERSHIP .
- o Lby -Howard W Hoyt

Leadership is-very- important today, not only in government
but in business. We find whole nations trying to develop leaders.
Gbod leadership, at administrative levels of govermnent can speed
the progress-of the government and. increase the efficiency of public
service 10 the people it serves, Poor léadership can destroy the most
carefully lafd plans. * - L

In- busmess where .competition is very keen today, we find
business puttmg great emphas1s on leadership and completmg for
good leadership, Quite ‘often the- difference between Success and
Iailure in business, is just the difierence abetween good: leadership
and'poor leadership. We often ]udge -a company by. 'its leaders more
than by the products it mbnufactures. If you planned to invest your’

- money in some company, .you would: check very c:ﬂ'efu]lyr the

, leadership -of the company. - \ -
Leadership is not inherited. It depends on traits whlch anyone !’
can deve]op arid techniques which can be applied, . .

Leadershipr is an art that can be acqmred cultzvated and
practiced by anyone with mental and physmal abﬂlty and anyone
who has moral and ethlcal mtegnty 2 ., '

-~ ., Developing this art of. leaders‘zkup is a con’pmuous process I -
involves the recognition and practice.of these basm traits’of leader-
Shlp and the undeﬁstandmg and apphcatlon of good'sound leadershlp .
prmc-lples L7 2 .

The prineciples and .techn;quesl which we will discuss 'dre the
results of analysis-of outstanding leadership displayed by suceessful
leaders throughout the world, in military, government and: business. -

I am sure-that if you study and apply these prmmpies and ‘tech-
nigues with the people now under your supervision, you will
develop the high standard of 1eadersh1p your gbvernment $0

urgently needs today £ ,

P

L}
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Let us define first *of a]l a few terms. ’
. A]Ieade'r -is one who possesses quahtles hecessary to d.u'ect

others L . "
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2. A commander is one who is in charge of others by assignment
or rank. This carries the attendant responsibility, trust and’
confidence, - oL -

3. Leadership is the art of 1nﬁuenc1ng hum.’an behavmr, _ the
ability to handle men. .

4. Lendership prmciples are the fundamental rules, character-
istics, traits or policies which are applied by a leader to control
or guide, the actions of those he leads.

‘J -

5. Leadership techniques are methods, that you use, or anyone -
else might’ use, when applying these ,leadership‘principles.

6. Leadership traits are distinguishing personal qualities you
may have as an individual that are helpful in’the exercise of
Ieadership. '

LY

In every walk of life, in goyernmenf business, the athletic field,
children at play, cr on a hunting expedition, there are ieaders and
there are followers. All of us, however, are followers sometimes or
other in the sense that we look to others for policy -and guidance.
And there is no dlscred1t for that. Even the Presidents of our
countries have to look to the people for guidance tipon occeasions.
We all have learned what we know today by following or watchlng
others. ..‘.

’ Leadership is the art of influencing human behavior, — the
_ability*to handle men. The leader must understand men, analyze
men and predict pretiy well what Jnen will do dnder given cir-
eumstances and then be able to control men’s behavior. - o~

A leader must have the de51re to lead and the character which
inspires confidence. T talked to a Vietnamese police official the
other day who has all of these elements of leadership except one.
He understands men, he is quick to analyze men and can predict
very well what they can do. He has -the character, which inspires
leadership but he lacks the will to lead. He told me that if he
accepted some of these positions of leadership' offered to him from
time for time, he would have less freedom and more worries. e
lacked the will to lead.

There are many who have these leadership tra1ts but who
never becomeleaders ; and likewise there are men who are-lacking
in some of these elements of leadershlp who are already in the
ppositions of leaders. v,

I stated a few minutes ago, that leadershlp is not inherited,
neither is the skill of typing, playing the piano, or hunting. But -
any intelligent, p13y51ca1Iy sound individual, by study, learning,

—
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practice and application of certain know elements can mastér these
skills and be known as a typist, a musician, a hunter or a leader.

There ‘are two_kinds of leadership: one is an authoritarian

RN . oA ~ . A M
who 15 dogmatic, uses his authority and power to secure compliance.
The other is the persuasive leadeér, who considers the differences
of men, who sets the example. He is a Ieader instead of a driver.:
You can lead men much farth¥r than you can drive~them.

When a persuasive leader is put in charge of a jgroup or an
operation, he assumes the responsibilities of command. Command
is the authority that one exerts dversubordinates by virtue of rank
or assignment. For example, each and ederyone of you are in some
position of command. You are responsible to someone for certain
operations of others. Command carries with it responsibilities to
your superior, special frust, and the confidence of your superiors
and your 'subordinates. You thus have two responsibilities :

1. You see that the work is accomplished. This responsibility
is to your superior and - i
2. You have responsibility to your men.

Man is the fundamental instrument in accomplishing the work.
Methods may change and you may d'e_vise machines that will do
much of the work but you still must depend on men for accom-
plishing the work. Therefore, it is most necessary, that as a leader
you be concerned.with men’s desires, needs,.and their mental state.
You should know the basie principles of human behavior and apply
the traits of leadership.

It is easy {0 determine when an office or an operation has good
leadership. There are four points that you will note. They are :

1. Discipline. — This perhaps is more.important in a semi-
mi]iiary organjzation such as police but is necessary in any orga-
nization. I mean by discipline the state of order and obedience
existing in the unit. This is developed by being strict and meeting .
out punishment when it is necessary, always using it wisely,
discretely and fairly, and by giving rewards when they are
deserved. Rewards can be in the form of commendations or praise;
either publicly or privately. A good leader will determine which
will be the most effective. In handling men I have always tried
to make it & policy to give rmore commendations and praise to my
men. that criticism. I always follow up the commendation with
a written note to the man. He then has something to show his wife

‘or friends. I put a copy in his file. Later I may have -occasion to

criticize this man for a mistake, but when I look i:.’l his file and

-



- .
.

g

.34

5

The Art &Leadership
see the. com.mendatmns, I temper my criticism. We heve a saying
in our country that, you can .catch more ﬂJES with honeynthan with-
vinegar. } )

"\ .2. Another indicatioh of good leadership is horale *— the -
mental and.emotional state of the individual. Good, morale -con- -
tributes greatly to the efficiency of a unit. A unit with high.morale

'is easily detectéd and certainly :rﬂuch feasler led™ Tt is deteoted

by zeal, i.e., many individuals trying to do more than they are
asked'to do. I notice that iri one of the offices in our building, many °
of the- employees work latg in‘the evening on problems-they have.
They seem to be more interested in solving these problems than
their supervisor is. My corfclusions are that these employees have
a high state of morale. You can detect high morale by the-feeling
of ;personal worth. The employees have confidence in theirleader;

* they feel important because they have been trained for "their job.
' They. have proper equipment. In police work, for example, uni-

forms contribute greatly fo h:gh moraler You can' detéct "hlgh
meorale also by g satisfaction and prlde in accomphshment

3. Another indication of good leadershlp is what we call
< esprit de corps», This i$ the mental and emotional state of the .,
entire unit,'just as morale is ' the mental and emotional state of the
individual. « Esprit de corps» increases when group identification {
is increased. You notice this particularly in teams and contests.

. This is the reason. tha?ﬂ uniformed groups will haye insignias on

their - shoulders Tral}ﬂc police officers: want special designations
‘hecause they are'proud to be identified as traffic men. The unit
achievement, both past and present, is a very strong force in -

" .developing an « esprit de.corps ». You-often hear veterans braggmg,

not about individual' accomplishment, but about what their unit .
did. The «esprit de corps » of their unit was high.

' 4. Another ihdication of good leadership is, of course, eﬁzczency

_The ahility successfully to, accomplish the work assigped.in the

shor’cest time, mlnlmum of effort, and the least confusmn You
have- efficiency because there has been good trammg The group5‘

know what they are doing and why." They have effective admin-=

1strat10n and leadership.
I recently wént into arl office for serv1ce Although elght
employees were in the room, ' three of them réadmg newspapers, no

_one made any -offer to wait'on me. I finally asked to be waited on.

- No on& seemed to know what.to do, neither did any, of them care.

" I.finally secured what [ came affer, but not wfshout a lot of. cQn-
) fusmn and_loss of Hime. They had poor efﬁcxency Like all the other

M l‘
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.~ people leavip!_g that office I was critical, not so much of them
‘ .individually, but of the company they* repregent. They obviously
. lacked good leadership bécause they were inefficient ; they-worked
in-econfusion.- They were untralned their morale was low as indi-

' vidiials and’ their « esprit de corps », as a group; was low. Efficiency

. 1{1mproved also by the other three pomts — good d1sc1p1me, high
thorale and « esprit de-corpss. . .
This is the’scienice of moral duty..A leader must know what is
mgrally right ahd wrong, must adhere to high standards, of-honor
and 1ntegr1ty
. I arn hstmg herewuth nme prmclples of leadership and will”
dlSClISS them "briefly. - Lo

-t

1. A leader must know his job. — He must know Where heis

any one of their positions and do their work as well or better than
they can. 1t is difficult for: any subordmate do deceive a leader who
,knows all of the operatidns.

2. 4 good Teader- shou!d kiow hzmself — Learnxall of his - ~

’-vi‘realqlesses and correct them by studythg 1eadersh1p principles and
"practicing souhd leadership’ techniques. He should recogmze- hlS
points of strength and use them to advantage '

- You will pardon me for my fregquent ,references to thie police
‘services, but most of my experience has been in that field. 1 once
knew a man who was promoted to Sergeant. He learned what some
of his wedk points were and tried hard to eorrect 'them. ‘One was
-failing to look the¢ man‘he was ta].kmg to straight in the eye.
Another’weak point he discovered was. “his® voice. It was weak: and
hard 1o listen to. It was interesting to watch him trying to correct:
these twe, weak points. His voice became strong and he got to'where
he always logked straight at whomever he was talking to. At the
same time he took full advantage of his strong pom%‘s, such as good”

humor, alertness, enthusiasm, humility, unselfishness, etc.\Needless .

‘ to say he developed into a successful leader.
3 A Ieao’.er should Rmow his,men and look out for their

‘ 'welf?z're — He should become personally acquainted with them so-

he can sharé with them théir joys and -sorrows, fake per{sonal
interest in their hardships. - L. .

JIn. A.merlca we a}ways qelebrate blrthdays as*occasmns of

*I do not feel .we can’ overlook the role of ethlcs in leadershlp -

;. going and what he is doing if he is to be a successful leader. He’
should kmow all of the duties, responsibilities, and problems of his -
subordmates He very "qumkly gains their respect if he can ‘take-

A
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happiness. I had my secretary remind me a day in advance of the
birthday of each of my employees. I would send them a personal
greeting card as well as mention it to them when I saw them.

A leader should be concerned over the comfort of his men and
~ be constantly working for better health conditions. You often see

canteens, recreational facilities and lounging rooms developed by
good leaders. :

4. A leader keeps kis men informed. — Men who understand
réasons for certain actions perform hetter.

I sometimes wonder if a traffic officer, stationed at a certain
~ corner, prohibiting turns at that corner, knows why he is doing this.
I am sure if it were carefully explained to him he would take
much maore interest in his work. Last week, when I read in the
newspaper the Prefect’s explanation of the white lanes painted on
Norodom, I wondered if all of the police officers who were asked to
enforce compliance to these lanes had been advised by their leaders
of the reasons-for them or did they read of it first in the news-
papers. . . ‘
5 A good leader sets the example. — Men look 1:0 their leaders
for patterns of conduct and, if they have a poor example seft, they
will use their leader’s- shortcommgs as an excuse for personal
failures. How many times Have you had a man give as his excuse
for tardiness the example of some leader who is quite dften tardy ?

6. A good leader makes sure that the task assigned is under-
stood, that it is properly supervised and that it is accomplished. —
The issuance of an order is the smallest ‘part of the leader’s re-
sponsibility. His principal responsibility is to make sure that the
order is executed correctly. Have you ever heard a man who is
supposed to be a leader explain «it’s not my fault, I gave the
order » ? g

-

7. A good leader makes sound and timely decistons. — He must
be able to size up a situation and make a decision. This can be
developed through: practice by a Jleader with a little imagination.
In police work, for example, if we are routinely patroling our areas
of responsibility, we keep asking ourselves « what would I do if
this or that should happen » ? We will then think out a course of
action we would take, This is good. _practice. When the emergency
does arise, he takes the correct action automatically because he has
thought out in advance what he would do.

8. A good leader seeks responsibility and deuelops a sense of
responsibility among subordinates. — I have heard the Vietnamese

L7
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they need certain information so they leave, get this information
and return, only td Be told they must have three pictures. After
these are secured they return hoping to complete the procedure

. only to learn they must get something else. A good leader would, ,

on his own initiative, sée what these duplications of effort are
doing to the people they are serving and the extra work it makes
for his own men. He would probably devise an instruction sheet
to give to applicants when they first apply, listing everything-that
will be needed and every step they will have to take. This would
‘not .only ease the work load of his staff,-but would impress the
public he serves with the efficieney of his oﬂice This of course
would. reflect favorably on the government.

" In the absence of instructions from higher up, the leader takes
the initiative. A good leader delegates authority to subordinates.
This“develops trust, faith and confidence in the men. It develops
initiative and cooperation. Rehictance to delegate authority indi-
cates under-development in leadership.- He must be able to take
orders from superiors as well as pass them on.

9. A good leader takes responsv,bzhtzes for his actions. — If he

fails to take responsibility or passes the blame to others he destroys

loyalty and respect. .

We have just reviewed nme leadership principles. Let us look
over a few leaders]mp‘ traits, the things that men want to see:in
their leader. These are human qualities that simplify the task of
applying the nine leadership principles we have just dlscussed

"They assist a leader in winning confidence, respect and cooperatlon

Leaders can develop any of these traits they do not naturally

have and they can strengthen those they already have. Let me list
a few traits with you: '

1 Alertness. — Is wgllance, promptness and wide awakeness

9. Bearing. — "The desirable physical appearance of the leader,
-dress, deportment, smiling countenance.

" 3. Courage. — 'This can_be both physical coux:age and moral
courage. .

.4: Decisiveness. — The ability to make decisions promptly
when necessary and announce them authoritively, clearly and
. concisely. .

5. Dependability. —- The doing of one’s duty with or without
superv:tsmn

Py
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6. Endy.mnce — Both mental and physmal enduranee which
might be necessary. to-continue or complete a task.

7. Enthusiasm. — The zeal and' ifiterest iri‘the task at hand.
“This enthumasm is _easily passed on to. subordmates from the1r ;o

leaders. . v . ‘

_8. Force, — The:ability to mpose one’s will on others

. 9 Humzltty — -Freedom from ' arrogance a_nd un]ustlﬁable
pride. . . : . Py
. 10. Humor, — The ability to appreciate the many amusing
happenings of everyday. life, espeméﬂlyr those whlch pertain to the

 leader ‘himself.
. 11, Initigtive. — The wﬂhngness to-~act in' the .absence of

orders dnd to offer well thought out recbmmendations and sugges-.
tions for-the 11nprovement of the department or the orgamzatlon i

12. Integrity. — The honesty and morzl character of the leader
which must be unguestioned. Men seldom. show mor'e  integrity than
that shown by their Ieader A leader mist keep his-promises. *-

13. Intelligence. — The intellect of the leader must be adequate

‘to -mesteE the problems presented by his level of command.
14, Judgment. — The power of the mind of the leader to weigh
. _ several factors and arvive’ at a wise decision. .

P "15. Justice. — - Being equltable and impartialsin glvmg favors.
or punishment. Men like to know where th boss stands. -. ©

16. Loyalty — Must extend both up and .down. A leader cannot
expect loyalty from. his subordinates unless he 1s consplcuously )
loyal both to them and his superiors. * . . '

2. Sympathy — The ability to- share the- feehngs of those )
with whom one associates.

18 Tact — The ability to deal with subordmates and superlors
m an approprlate mianner without glvmg oﬁense .

4 19 Unselfishness. — The ca_‘t'lng for and promdlng for the
comfort of others before his: own. Lo gt
We have defined leadership and have looked: at some of the
" qualities employees expect of their leadérs. Now lets look-at Some
-of the specific-steps that can be takén to 1mpr0ve standards of -
‘adlmmstratlve leadership. . . - 3 , "
I. Remuneration of administraiors. — It has long ‘been a fact -

that in any prgamzatlon either public:or private, you'get just about
- what you pay for. If salaries of government administrative:
ol ' ) ;
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employees dre not comparable with tliose of similar positions of -

responmblhty in professional and business occupatxons, you will

probably lack good leadership in government. Now and then you

find a qualified adminisfrator who will sacrifice salary in 'the inter-~
ests of public service. However, adequate salaries are a'primary
step in improving and maintaining the standards of adxmmstratwe
Ieadershlp . ’

2. Chief executive. — We must choosera man as chief executwe
-Who has the « art of leadershlp » and thus can inspire his subordinates
who are adm1n1strat1ve Teaders into producing better results in less
time. You ih Vietnam and ‘we in the United -States -are fortunate
in having such executives as Pre51dents $

-

- 3. Delegating responsibility end authority, — Another step in .

lmprovmg the standards:iof administrative 1eadersh1p comes. in .

delegatmg responmblhty and, authorlty to those 'who can get a ]0b~
done. Neither your President, or mire, ¢an perform all ‘the acts. in
the comphcated machinery of government nor could: they assume
the authority for them They must choose their -cabinets and other
“advisors wisely and then rely on those aids to carry éut their broad

policies and plans. The best administrator in the' world will not do ﬂ .

a good job uriless he is given “the ‘authority to conduct his own
operations, subject only topolicy guidance from higher authorlty
He must then be held respon51b1e for their sucess.

4. Rules of merit aniworthmess —sAnother step wfhth govern—
ments throughout the sworld must use isi to apply. the Tule of merit
and worthiness in any operation instead of applying the rule of

pressure group deslres or_special political groups. For example, « -

‘

suppose that the Department of Public Works and, Highway .

engineers are preparing and presenting'a recommendation for new *
highway routing. If. pressure is brought to bear by a few people
of influence to route the new h1ghway d:fferently at considerably
more expense, the. morale and ‘gbod leadershlp will break down if

* the department is forced to accept their suggestion. This sort of

thing happens now and then in our country I suppose it does. 111
other countries*{oo.

. 5. Advancement based on merit. — This is a VEI'}; i;ﬁportant-st_ep
in improving standards of leadership, i.e,, to-dévelpp and-carry out
a policy of promotion, based on merit. Senjority is good when it is

tempered with merit. Seniority when followed blindly for the pro- -

motion of individuals will lead to a hfeless unproductive organ-
«ization with low morale/ “. e

.
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6. Providing training. — Administrators should be on a con-
stant look-out for executive talent and leadership ability in their
subordmates hey should develop these subordmates so ‘that

'adequate replacemeénts are available when present chiefs Tesign or
retire. Opportunities for trammg in leadership,ymust be prov1ded )

The rotation of jobs for the selected outstanding subordmate is a
good technique of training. - . Yo

It has been said that a good adm1mstrator appearsE to be.
Workmg himself,out of a job. He is always preparing others who
can handle his job as well or-  better than he. We sometimes see
executives who never let anyone Jearn:ihe secrets of their opera-

" tions'for fear someone else will then be as smart as they are.-

In conclusmn, leadership today is very important. It is the .
- foundation for the success of any government or business. .

. Leade*rsh?.p is, not rmhemted but 1s an"art to “be acqu1red
Tearned, cultlvafed and practiced. ‘ -

. Leadership. principles are proven ‘methods-of leadershlp. We
«discussed nine of them i ’ L R

Leadefshﬁp traits are buman qualities that make the application
of._leadership prmcxples easier and we dlscussed nlneteen traits that
employees like to see’ in good” leaders,

These principles’and traits;properly learned and: apphed will

'nnprove the quality of leadership in-all the services-of the govern-

ment. They can.be mastered.just as any other skill, playmg a piano,
using a typewriter or hunting in the forest.’

~ We have covered five steps in nnprovmg the standards of-
admlnlstratlon which were (1) good compensation, '(2) delegatlon
of authority and responsibility, (3) support for persorial merit and
worthiness of projects, (4) advancement basedwon merlt (5) lead-
ership tralnmg for present and future leaders.-

I can think of no better. profession to get into than that” of
learsershlp, — the <Art of Leadership », influencing human, be—\

1
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W HOW TO DEVELOP EXECUTIVES
. . by Frederic R. Wickert
. cr.

5

"\ The Need for Executive Development

About a-year ago several: of my American colleagues v}he
were out.in the Vietramese ‘countryside- domg the worlt they eame
to Vietnam fo do, came across a‘curious situation. They found that
an appreciable number of rifles that had been Aurned over to the
Vietnamese for tHeir-uzse had been dlsassembled The barrels were:
s}’:ored in*one building, the stocks i} another bulldmg 10 kilomefers

away, and the bolt mechanisms in still another buﬂdmg 15 kilo- |

meters in another direction. This arrangement locked very strange.
How could the various parts .of the guns be brought together

guickly in the eventi of emergenc}? so the guns could be used? .

Also, it ‘was clear fhat if enemy agents succeeded in wreclﬂng
just one building, all the gun parts in the other two buildings
would become worthless. The Amerlcans inquired of the ‘executives
in charge why the guns were stored this way. The executlves
answer was, (1) if the-enemy succeeded in capturing one buﬂdmg,
they would not have ‘captured complete and therefore usable éuns,
. and (2) they were aceustomed j:o storing guns in th,ls way, and they

saw no reason io change! . oy i
T hesitated to mention thi§ story to you: The lexample T use .

Cis ar} old oné-and the situation has probably been imprpved as, have

s0 many aspects of this bureaucracy over the past year: ‘One .caxl *

find incidents like this in any bureaucracy, Vietnamese, American,
_ Russian, Chmese French, ete: No bureaucracy is perfect. Tt ean
always stand’ unprovement - e A, . N

It is no Secret that your President is not always completely .

satisfied: with the way some parts. of the bureaucracy operate. He
has’ specifically mentioned how difficult if.is to get ‘some- burdau”
crats to-take risks, presumably in ;naklng adm1mstrat1ve improve-
- Inents ’ ‘ -

How much of th1s general situation needs to be taken care of.
by replacing some of the present executives with new ones ?- How
. much can be faken care of by developing further the- peisons who

L LN
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are a]ready now filling executive positions ? The obvious thing
to do is to try to utilize the men who are already- on the ]ob by
giving them additional training.

It has sometimes been asserted in Vietnam, however, that
training is only for executants and specialists. The assumption is
that executives and superv1sors are above needing training. I hope
by now that at least some'of you are convinced that even execu-
tives need training. "

A part of-the resistance to training on the part of executives
here may,be traceable to the use of the word «training». In

America, too “executives don’t like {o have it said that they need

« training ». For this reason the more dignified term, executive or
management development, has come into favor. Perhaps the use of
a.more dignified term here too will make training more palatable:

Methods of Developing Executives — Introduction ’

If we agree that executives need further development, we
should next ask ourselves, what concrete, practical methots can be
uged ? I.should say that you are already familiar -with many of the

methods. However, I think you will find it of value to survey with -

- me this afternoon a fairly complete range of such methods so that
you can see what the possibilities, what the choices, are.

“ Let us divide execufive-development methods into two broad

classes : first, the common, sense, relatively unplanned procedures,

and second the planned methods. I think you will see-that there
is a place for both methods.

-

Unplanned Methods +

)

The first, common-sense, unplanned method we might consider

consists of requiring the executive to learn by doing. He is assigned °

to an executwe position without prevmus training, and through
. his own ingenuity he is expected to succeed. This is an eminently
practical, simple, method! But like any other trial-and-error method,
the mistakes made can be 50 expénsive as to make the method
itself not 5o pract1ca1 and Wonderful as might be thought at ﬁrst
blush.-

It is claimed that the wealth of practical experience that men
have who are suddenly given execulive assignments and then
allowed to sink or swim, is enongh. But is it ? Study of executives
who have’ learned the job this way show that many such men-do

- not necessanly become good executives. Take the case of a man

o
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who is a good clerk and who,t because he has had twenty years of
experience, is made an executive. The trouble is that, the twenty
years of experience may not have been twenty years of progres-
sively more responsible experience but merely onhe year’s experience
as a clerk repeated twenty times.

A second, closely related, common-sense, unplanned method is
to expect the future executive to learn by observing and then fol-
lowing the techniques of leadership he sees his superiors use. This
method will probably always be very common. But we should ask
whether this, {00, is enough, especially here in Vietnam where the

' How to Develop Executives 45

opportunity in the past to observe ‘eﬁectlve mlddle-level manage- .

ment has been so limited ?

A third common-sense, uriplanned method is to let each indi-,
vidual study on his own. Through reading, reﬂectmg,_observmg,
‘and possibly talking with well-known leaders, he may be expected
to develop himself. Again, this method has some advantages and
"works to a limited extent. Unfortunately, many men who might
otherwise make good leaders do not get around to spending very
much time in activities which lead to their'development as leaders.

More-or-less Planned Methods — Individual

-

Even if you 'think that the common sense, unplanned metheds
are adequate for executive development, I hope you will have an

open mind and will consider the more- -or-less planned methods
that exist. -

\
The first of these more-or-less planned methods is one in which *

each high executive is frequently reminded that he is responsible
for developing his own subordinsdtes to become effective leaders in
the future. This might be called «on-the-job instruction». As a
«matter of fact, this method will be depended on, in part, to accom-
plish executive development for a long time to come. Why should
we not be satisfied with utilizing this method ? The principal diffi-
culty with it is that most executives are too busy with their other
duties and tend to neglect this one. I suspect all of us may know a
few men who attain high executive rank and who devote consider-
able effort to the development of their subordinate leaders.
However, these men are few and far between, and for the most
part, few higher executives take time for this kind of activity. In
general, then, this method should probably not be depended upon
too much. R -

A second more- or-less planned method we might ecall the
«<understudy » method. Each executive i required to have an

N , 3
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. understudy who.is ready to take over his job_at any time. Should |,
the executive become ill or have to be away on‘extended business,
or even if he must attend conferences for felatively short periods’

"of time, someone is avallable to take ‘over his furictions, for him
and act in his place. On thé surface this ‘plan looks as though it
should be 'very' good. Practically speaking,.however, many ekecu-

‘tives.are afraid of it. They are afraid someone else will learn, the1r i,

jobs and be able to take their jobs away from *fhem. One reactlon

one might have to these fears, that so: many executwes have ,"'_;,.

. regarding good understudies, is that such men should not have been.
. appointed executives in: the first place. They should be gdod enough ~

* as executives not to 'be afraid that.subordinates il push thein.out -

Lof their jobs, Unfortunately, this is-easy. to say but-hard to live .
*up to. There still is much to be said for this understudy method 3
executwes calr overcome thelr fears of the uhderstudy.” ~

There are. also°ways of" putting this method into effect, ‘not-
_ withstanding the fears of executives. T once kirew a.high executive
" who ordered all his subordinate executives to train understudies,
He announced ahead of ‘time, and actually practlced askmg, at
. completely unexpécted times, his executives, usually no more'than_°
' one or two at.a time, to walk out of their offices and go somewhere
away from where they could be reachied By telephone.”They were
not given any opportumty to tell their organizations what happened , |

/

s 1

‘to them. Their understudles were expécted automatically to ‘take ' .

over. The enforced absences of such executives would last from a,
'ha]_f day to as many as three or four days. If the orgamzatmn*-dni
not function satisfactorily under the understudy, the concerned
executive was held resp0n51ble From time to time, some of the
executives were actually dlsnussed from the organization because
they had failed to- provide adequate understudies: It is obvious here E
that if the understudy purposely did a poor job t¢ get his supe-’
rior, dismissed, ‘he could hardly expect to be given the superior’s job.

He had clearly a]ready,demonstrated that he wasn’t much good as

an executive whe‘n he substituted for his chief I'will admlt that:
this is a rather drastic way of enforcing the understudy. method.
You see, nevertheless, that thé understudy method can be made .
to work with relactant executives. ;

v A thlrd more-or-less planned method i is called the «rotation,»
method. Under this plan, well-selected, potential future executives
are'put on a planned, work-assignment program. They may work

* sit months in one ‘departrnent, six months in another, six months

. out at a field job like being a district chief, six months. at a prov- -
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ince headquarters, and so forth. Sometimes this method is com-
bined with class instruction in the sense that from time td time
the men being rotated are called together as a group and given
instruction or required to make reports to their fellow trainees
with respect to their experiences in their assignments. Under this
plan there is a need for the cooperation of all well-established
executives to help these younger men develop. Also there is a need
to evaluate carefully the performance of these trainees on each of
their assignments in order to determine their potentialities.

A variation of this method consists in giving selected future
executives planned, progressively greater responsikilities until each
, man reaches his limit. This plan requires close central control.
Such a plan may be called an executwe «career—development
program ».

Sometimes it is hoped that executives will somehow get the
broad experiences that will prepare them to handle higher-level
positions ‘because on their way up they were transferred. from
department to department as chance dictated. Unfortunately, it is
not always the best men who receive such rotated experience. The
men who are rotated are too often the « problem cases» and the
men who have not worked out well within any one organization.
It dpes take ceniral planning and direction to take the best men
and give them a variety of planned experiences. -

. "Still another method involves keeping good personnel records of
what lower and middle-level executives have done, and how well
they have done their jobs. Then such records are carefully consulied
. in selecting candidates who are to be considered for promotion. In
this way the chances are that better men will be promoted than if
one depends on selecting only from among those men that the-higher
executives, who make the final decisions with respect to promotions,
happen to have becom&acquamted with, Moreover, if such a system
is once instituted, w1despread publicity should be given to the fact
that this system is in effect. This alone will constitute a poweriul
motivation for men to develop themselves and to do a good job as
executives.

That such records are not available in Vletnamese Government
offices became clear to me in studying one such office not too long
ago. I should remark here that I am not sure how typical this office
is. Af any rate, I asked {0 see the dossiers of the top twenty execu-
tives. After mueh searching, two partial dossiers were finally
located. The others, it was said, were still at organizations to which
the men had once been assigned, sometimes .some years earlier.
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In the event that some higher executive wished to consider which
one of these twenty should receive a promotion; he Wwould have no
dependable records to consult — he would have nothing to go on
except his own personal impressions of these men. Repeated expe-
rience has shown that busy top executives cannot know intimately
the details of the backgrounds of twenty men. It is a revelation to
such executives when they have rglatively complete, dependable
personnel records available.

Still another more-or-less planned method of executive devel-
opment is called «executive counseling». Under this method,
trained counselors serve assympathetic listeners. They make a point
of making themselves trusted confidants of the exetutives with
whom they are assigned to counsel. These executives know they can
speak freely to these men. The very process of having a sympathetic
listener available and of talking out one’s difficulties to,someone
who is not a threat to the executive’s own future wprks out
uncommonly well in some cultures. I realize that there are few if
any persons trained to become counselors, or even government
executives who would be willing to be counseled in Viétnam at the
present time. I only mention this technique as one that might be
thought of as worth developing in the future. :

So rhuch for these more-or-less planned methods, usually done
on an individual basis, We are now ready to turn to planned mass
methods of executive development. Mass methods are often resorted
to because through them many men can be trained quickly and
they are often quite economical. ;

-

Planned Mass Methods

An obvious method of th.ls mas\s type is the preparation and
distribution of written materials especially designed for executives
to read and study, such as bulletins and pamphlets of both an infor-
mational and propaganda variety. Such printed materials have their
place in any wcle,ll—rounded, executive development program. There
is'much that executives can learn in this way. Nevertheless, this
method is far from complete. Many executives do not read such
materials when they are distributed to them, nor do they take
seriously the lessons that such printed materials might contain.

Of course, another planned massmethod is the use of aninstitute,
like the present National Institute of Administration, which trains
selected young men and women to become government adminis-
trators. Although this kind of training can be of considerable value,
it certainly cannot he the sole training device used. New govern-

/ -
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mental problems and new tecl'imques arise which have tobe mastered
by men who may have graduated from the Institute years before, or
who never attended such an institution. Thus for example, Viétnam
is said to meed 4 new budgetary procedure. If such a procedure goes
into effect, it will have to be learned and used by every supervisor
from the highest to the lowest levels. Supervisors and executives
may well need considerable iraining in the new budgetary system,
regardless of their past training and experience Voluntary,
evenmg, after-hours courses at the Instltute in Saigon could take -
care of some of the training needs that can be met by attending
classes. But some training, like that in budgeting, has to be given
to all executives, and not. just to those who work in Saigbn‘and
who volunteer to take night courses.

Another device frequently used by governments all over the
world is to take selected, proven, able executives, roughly between
ages 35.and 40, and give them an advanced one-year course at an
advanced trammg center, If Vletnam adopts this procedure, it may
be that the National Institute of Admlmstratlon could take on this
task in addition to its other duties.

Still another planned mass technigue is the use of lectures,
either singly or in a series like this. It has been found in many
governments fhat the lecture method, properly handled, is partic-
ularly well adapted for the highest executives. These men are used
to learning from purely logical 'presentations. However, lectures
are not particularly effective for making real changes in attitudes.
They may be good for the direct giving of technical information,
but if, as is usually the case, the additional technical information
carrjes the implication that the members of the andience are going
to have to change their ways of operation in some drastic way, the
information they gain from the lecture alone is ordinarily not suf-
ficient to motivate them to cliange their ways. Unfortunately, too
many people who attend lectures just sit and think of reasons why
what the lecturer says cannot be puf into eifect,

Although not perhaps any distinet method, it should be pointed
out that conventions and « conferences », frequently organized for
higher executives to inform middle and lowet-level executives of
changed policies, can provide occasions for executive development.
Actually, many of the technigues mentioned here, such as lectures,
are utilized as part of such conferences.

Next, -1:_here are large-group methods that get audience partici-
pation, more so than lectures alone. One such method is to permit
and encourage discussion after a lecture. Such discussion is difficult

S L]
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because many who have something to contribute ‘feel afraid to
express their opinions before large groups. Also, to some extent we*
all know that the kind of question asked more often reflects the
inadequacies of the questioner more than constructively furthers
the thinking of the majority of the members of the group.

We plan to use a large-group, audience-participation methed
here, that consists of your submitting anonymously written ques-
tions. This technique was explained before t}us lecture started and
you will see how it works out.

Another device is to uige the method of breaking up the large
group into small groups and of encouraging discussion within these
small groups, such as was used by Professor Fox-after his lecture
in this series.

Still another possibility is to use the so-called panel, The panel
consists of from three to six or more persons.who represent impor-
tant segments of the audience. Thus, for example, a panel discus-
sion on labor relations in government might inelude a top-ranking
man from Fonetion Publique, a well-known fonciionnaire who
represents the fonectionnaire’s point of view, a labor leader who is
active in organizing government workers, a judge who has passed _
on disputes in government labor relations cases, and the like. Each
one of these persons in turn makes a relatively short presentation.
Perhaps the chairman summarizes the discussion. The audience is
invited to address guestions to speeific panel members. Perhaps the
panel members argue among themselves. ‘

Still another planned mass method, beyond these that get some
degree of audience participation, involves the extensive use of au-
dio-visual aids. Thus, for example, much has been done in human
relations training for supervisors in producing and showing movies
designed specifically for such training. Of course, the proper use-of
movies as a training dev1ce involves making a careful selection of
the movie in the first place advance discussion of the content of the
movie so that members of the audience know what to look for ; and
after the showing of the movie itself, a thorough-going discussion of
the implications of the movie for the human relations practices {o
be followed by the members of the audience who are supposed to
apply the information that they have learned.

This discussion of mass methods of executive development
-should indicate to you something of the range of such devices that
human beings concerned with t{raining problems have been able to
develop. Large-group methods, like the other methods, have their
place in a total program of executive development. With executives

=
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particularly, however, and the higher the executives are the more
this is true, the more difficult it is-to adapt mass methods to the
particular needs of the individuals who are to De given mass
training. Hehce individual methods, or at least small-group
methods, with small groups made up of persons of the same rank
and having roughly the same types of problems may be more effec-
tivé. Let us hext turn to.small-group methods.

Smiall-group Method‘s )

By small-group methods, we mean the use of executive-develop-
ment sessions which include from ten to no morethan twenty parti-
cipants. These sessions may come once a week or every other week
for from eight to ten meetings or so. Each meeting may last from
11/2 to 2 hours. Usually only one level of supervisor is present in
any one group. Thus a typical group of fifteen supervisors which has
been called together to be trained with small-group methods might
- be made up of nothing but chefs de service, either from within a
given department of the government or from a number of depart-
ments. Training of this type is normally eventually extended to.
include all supervisors in the organization with the exception of the -
very top people. '

Now there are a number of ways to plan the training activities
of small groups. One way is to hold classes or lectures for them. The
small groups better lend themselves toguestions and discussions than
do very large groups. More people are given the opportunity to talk
and participate, and much learning occurs as an individual forces
himself to think through his problems for himself in front of a small,
sympathetic audience. The main characferistics of these class-like
meetings is that the teacher is expected fo give out information.
Such meetings are good for some kinds of training. For example, the
presentation of the operation of a new personnel sysiem, to be
utilized throughout.the. government, might well be handled in
this way.

Another sma].l—group method is called the « conference » method,
'In this situation, in contrast to the class-like meeting discussed
immediately above, the leader is not the source of information. He
is mainly a eatalyst and listener. He makes it possible for the group,
through discussion and sharing of both information and feelings,
to solve their own problems. In other cultures it has been found
very useful to use this conference technique before class-like
meetings on a particular subject are begun. The free conference
discussion permits the;conferees’ worries and preoccupations with
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regard to the subject matter to find expression and often to be
answered by people of their own level and who are consequently not
threatening. It has been found repeatedly that people cannot really
think through dnd accept.anew program until they have aired their
worries and: complaints. There is nothing new about such methods.
There is evidence that they were used in ancient Egypt. I have also
seen an approach to this method used-in the ti‘aiqing program of
Civie Action field personnel here in Vietnam. We also now have a
manual on- the «conference method translated into Vietnamese and
available for use here in Vietnam. -

A variation of the conference method consists of using super-

visors themselves as conference leaders instead of using trained

conference leaders from some central training organization like the
National Institute of Administration or Fonction Publique. At first,
perhaps, while supervisors are learning the method, they may not be
very skillful. However, they do. get good practice at learnmg réally
to listen to others. This skill is helpful ‘when they goi back to their
jobs. Then they know how to listen to subordinates.

In all these small-group methods, the device of having each
participant «develop a project has been found exiremely effective.
Each participant in such programs is normally expected to take some
specific task, that has been discussed in the meeting and which he
has been expected to master, back o his own office and apply it.
Then he must make a report, often, both in writing and orally, to
his group of fellow ‘trainees. This report tells what he has
accomplished. '

Let me tell you a little story of how this works. One of the
members of a small group in iraining was a particularly rough,
unsociable, older supervisor. This supervisor, along with the other

supervisors in his training class, was told to go back to his depart- |

mentapd give praise and commendation for a job well done to some
one of his subordinates. He was to report on_his experience at the
next training session. ‘This rough supervisor found the fask an
extremely difficult one, As a matter of fact, he delayed doing his
«homework » until the half hour before he was to return to the
next class. He finally got up enough courageto go to one of his most
trusted and capable subordinates-and commend him for having
done a good job. In addition, he said, « By the way, how are your
wife and children ? » The subordinate was aghast. He asked whether
" the supervisor was sick. The gruff supervisor had never acted this
way before. The supervisor assured the mah that he ‘was not. The
man gladly gave the information the supervisor requested and was

¥
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obviously very pleased by the whole affair. The supervisor, in

reporting this story back to his training class, revealed a sense of
humor that up to this pomt was unsuspected by his colleagues,

The doing of a project can contribute m1ght11y to’accomplishing .

effectlve training.

- There is still another method used as a kind of auxiliary

procedure for small-group executive development. This method is
called «role-playing ». In this method, a few of the supervisors
in the group are asked to play roles in front of the rest of the
small group. Generally, this technique should not be used until the
-people in the group get to know each other reasonably well and
are not too afraid of acting out these roles.

'Tor examplé, suppose one is trying to teach executives the
importance of public, relations, Almost all executives and super-
visors will adinit that public relations are exfremely important.
However, when it comes to practicing public relations in the specific

governmental gperations they work in daily, they act as though”

they had never heard of the term. In the role-playing situation, one
supervisor, let us say, may play the role of a citizen coming to pay

his taxes, In addition, let us assume that the person who is coming -

to pay the taxes has mixed up his complicated forms and made some
mistakes in arithmetic so that the clerk becomes very impatient
with the person bringing in his refurns. In role-playing such’a
situation, one. of the conferees experiences how it feels to be a
member of the abused public,.and the’ other comes to feel how silly
his curtness and officious behavior is. There are many variations of
this kind of training. It sounds almost as though it should be used

only with children. Nevertheless, it has been found particularly ~

effective, especially in attitude refraining. One gets practice at a
new, more effective kind of behavior in front of a group of people
he is not afraid-of. This method has been successfully used in
Vietnam in the training of some police in public relations.

No discussion: of small-group training methods would be com-
plete without mentioning the communist use of these methods. As
many of you have heard and possibly experienced, the communists
use self-criticism, bitterness, and promising-to-do-better sessions.
We shouid carefully delineate the differences between the use free
countrieshake of these techniques and the communist use of similar
technlques In communist countries it is common practice to use
«ringers » in these sessions to get diScussion started. Af first, no
one wants to talk, Then, if no one volunteers-to begin the discussion,
these «ringers » beg,in‘ by making false self-criticisms and also by

-
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aking false promises to do better. This'starts the discussion, and,
to save face, others in the group feel they must also make confes-
sions and make promises. Then, of course, once these confessions
and promises are publicly made, one would lose face if he did not
carry them through.

In free countries, no ringers are used. No threats are used. In
free countries these techniques work because in any group there
are a few individuals who are not afraid to begin the discussion.
Most others really want,to talk when they-feel secure enough.
When, they see that no harm cornes to those who have freely
expressed themselves they also join in. Human beings in general

want to get their trdubles 'out of the way 'and to solve their .
problems. Free countries can use these techmques effectively yet

-do it in keeping with human dignity.

Of course, the communist misuse of small-group methods is
often horribly effective. This is true in spite of thé fun poked at
.the use of such methods, as well as the methods of evading such
methods, that come to be developed by wily individuals seeking
to escape the consequences of the situation in which they find
themselves and about-which they individually feel. powerless to
change. )

Now we have seen a review of relafively unplanned methods;
. planned mass methods, and planned small-group methods. What
methods should be used in Vietnam ? The choice of methods depends
on one’s objectives. One probably heeds about all of them in order
to accomplish the wide range of objectives: that are normally
included in executive-development programs.

‘The most controversial of these methods are probably the
individual counseling and small-group methods. These are admit-
tedly time consuming. It has been found, however, that one cannot
change a lifetime of attitudes and behavior in people by having
Tecturers tallt at them. High officials, when they make decisions
regarding the type of training program to be given in the executive-
development area, are most, prone to cut out these small-group
methods. For the most part, they have not personally experienced
for themselves what these methods can accomplish. All I can say
here is that they have worked effectively elsewhere, and it is td be
hoped that Vietnam will take advantage of them as tlme and cir-
cumstances permit.

_Organizing for Executive Development

Now we should consider what kind of organization we need, in
'order to carry out a planned, executive-development program. The

.
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first step in organizing an executive-development program is to
elicit the participation of top management in planning the training.
After all, the training of middle and lower-level executives is being
done altogether to help top managers do their work better ; they
should have a controlling voice in what is done. The top manage-
ment must approve of the methods. The top management must also
encourage people to take time from their ‘work to get the training,
as the President has done with respect’ to this lecture series.
Moreover, top management should be prepared to accept changes,
because real training sessions may well reveal ineffective adminis-
trative procedures that need change. Thien, too, management must
sincerely want to have effective and efficient middle-level execu~
tives. Without top-management partlclpatlon, there is no point 111
beginning an executive-training program.
Let me tell you a brief story that illustrates this, In one.private
company in America, there was an old, tough company president
-who was permitied by the board of directors of the company to
contintle to run the company because somehow he got out produc-
tion. There were many things he did, however, that were not liked
and were not very efficient. One day he authorized an executive-
development program, mamly because other companies had them
not because he really wanted one. The conference method was used.
The executives in the conferences began almost at once-complaining
about the ineffectiveness and tinnecessary harshness of the company
president. It was not long before the old man heard about this, He
immediately had the training discontinued. In other words, he ‘was
not prepared for change. True top-management participation was
not present in this case,
The training program’ is generally developed by a commission
. of top executives, who also utilize {echnical advice from training
specialists, There is a start toward this in Vietnam through the
mechanisn of the Infer-Departmental Council on In-Service
Training, which held its first meeting last January and which holds
its next meeting in July. Another feature of a successful executive-
development program is the setting up of a mechanism fo diagnose
training needs. Thisis a ¢ontinuous job and isa job not to be assigned
to already heavily over-burdened line executives. In general, staff
men are assigned this responsibility. Here are some of the signs of
a need for an executive-development program : the existence of poor
employee morale and unwillingness on the part of einployees to exert
themselves, excessive inter-divisional bickering, not getting pro-
grams carried out, little initiative shown by executives, poor coordi-
_ nation between parts of the organization, several organizations doing

'
v

R



" 56 How to Develop Executives

the same job because it is pleasant and intteresting and leaving other
necessary things undone, High officials and the trainees themselves
.must recognize the existence of these needs. Otherwise, again,
executive-development programs come to nothing. I think some of
the problems that were raised in the audience participation session
following Professor Fox’ s lecture revealed some of these executlve-
development needsin your country.

+-Still another problem in organizing executive development
programs is the selection and training of the trainers. Not just anyche
can do training, and training to do training is needed to carry off
such a program successfully. Still another step is finally to organize
the training itself, arrange for places for groups to meet, notify
people to come, ete..., ete...

Last of all comes the task of evaluating the trairing and reorga-
nizing the training to overcome the inadequacies of the previous
training programs. One should perhaps not expect foo much fromi
the' first training programs, because learning how to organize and
participate in executive development may not be rapid. Actually,
of course, continuous evaluation should reveal new training needs ;
and the training job, as I have indicated earlier, is never com- *
pletely done. Naturally, the amount of time that can be devoted to
training must be balanced out with the other demands made on the °
prospective trainees. Such problems can normally be worked out.

Last, it is necessary to establish a training staff. The training
experts on this staff conduct surveys of training needs. They
. evaluate the varieus training methods that are used and recom-
mend adopting those techniques that work best. They apply known
effective educational methods. They use training materials wisely.
They assist in the selection and training of trainers. Moreover,_
they are expected to prepare tra_mmg manuals and other tralmng
aids as well as to make arrangements to call on. outside resources
such as the University, the National Institute of Administration,
ahd the ideas that men in private companies might have. They
play an important role in stimulating interest in training, and coor-
dinating training fo avoid duplication and at the same time fo
avoid gaps jn training.-They direct the evaluation of training
programs. They may also produce training bulletins to be distrib-
uted from time to time to executives and supervisors.

Exe_t,:utive_-dbvelqpment Experiences of Other S.E. Asisin Countries

What ﬁés been the experience of other countries in Southeast
Asia with respect to the application of these methods of executive
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. development ? I understand.that small-group discussion methods

have been widely and effectively used in India. -

' Some of us in in-servicé trajning here, both Vietnamese and
Americans, recently journeyed to the Philippines where we .0b-
;served the training movement that started in the city government in.
Manila and then spread to the central government. The top men,
the mayor in the case of the c¢ity and President Magsaysay in the -
case of the country, wanted improvement in the bureaucracy and
were out ‘to get it Various sections of the government selected
experienced and exceptionally capable fonctibnnaires to come to
the Imstitute of Public Administration of the University of the
Philippines to receive training as training officers. W¢, saw them
being trained in classes of about 35 at a time in a six-week’s course.
During their training, they completed a project which recognized
some function in their own department. In their classes they learned
the conference method, role-playing, and other small—group tech-
nigues. They then, were expected to apply these techniques when
they went back to their organizations to serve as full-time training
officers, On graduation, they became training officers and assumed
responsibility for organizing and conducting’ training in their
departments. This program has been notably successful. Many
fonctionnaires, 1nc1ud1ng elected senators, province chiefs, mayors
of c1t1es, ete... Who have not yet been invited toXtake the classes,
are now clamonng to get the training too. ,

Thailand is bringing at least one of the mer who began the
successful training: program in the Philippines to begin executive
jand supervisory iraining in that country.

Vietnam need not follow these examples clgsely. Vietnam can
and should develop a program that best fits%ts own special needs.
But like these other countries, there is much that can be done here”
There is no government in which the executives are perfeet. They

always need further developrhent.

<»
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V "STAFF WORK
by Homer D.. Higbee

The previous lectures of this series have considered four im-
portant elements necessary to the development and successful oper-
ation of government. In the first lecture you considered the general
role of ‘Management in government. You will recall from that
lecture many of the terse descriptions of what constitutes good
management. Dr. Fox discusSed with you importance of one segment

of management, « Middle Management » where such a, large part_

of government operation is implemented. Mr. Hoyt reviewed with
vou a few proven techniques of exercising good supervision and
leadership and.in the lecture of Jast Monday Dr. Wickert explained
some of the latest devices used in the training and development
of executive personnel,

My discussion with you today pertains fo a subject which again
considers governments most useful and widely used fools —
personnel — but is restricted to a rather selected group of this
personnel whose successful functioning requires the harmonious
use of the skills and techniques described in previous lectures,

My comments today are directed especially to those of you hére
who ‘have responsibility for assisiing your chiefs in development
of plans and proc':edures for carrying out large programs in your
government. You are the men who must do much of the detail
work necessary to put into action the political decisions of your
government. You have the daily pressure and the tension of urgency
on your shoulders to produce effective results rapidly. You are
the men who need precise proven methods of getting things done —

devices or techniques for organizing your personnel and their work. .

I will describe for you today a technique which many ‘organ-

izations both civil and military, governmental and private ‘have
" found very workable and productive. The device is generally
known as « completed staff work » or just « staff work » and as used
here has a restrictive meaning which can be quickly described as
an organizational and procedural technique for getting big thmgs
done in minimum time, in an efficient orderly fashion.

e
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What is the Staff ? '

The staff of a unit of organization consists of the several .
assistants who help the chief carry out his responsibility, The chief
and his staff function as a single entity. The staff exists as & result
of the existence of a complex task to be accomplished. This task
requires the effort of large numbers of people who must be organ-
ized and directed to accomplish the common objective of the group.

""The accomplishment of this common group objective depends
upon some organized structure of work specialization. The staff
represents the first step toward work specialization w1th.1n an
organization. For example the health department of a large city -
‘may have a Director, a Deputy Director, an Administrative Officer,
a Chief of Division of Health Education, a Chief of Division of
Disease Control, a Chief of Division of Food Sanitation. The titles
of these six persons signify the first stage of work specialization
of the organization. Beneath them will be a much larger number
of further specialized jobs such as Public Health Nurses, Sanitary
Engineers, Health Education instructors, clerks, laboratéry tech-
nicians, etc...

The staff, however, charts the course to be followed by the whole
organization. It collects necessary information, makes recommenda-
tions to the chief, prepares the directivess for unplementatlon -of
plans and reports to the chief on the success or failure of the program.
In short they provide the coordination necessary to keep the-entire
organization pursuing the commeon objective,

In modern government organizations the use of this technique
reduires the presence of certain essential ingredients to he successful
« staff work ». Some of these essential ingredients are described as
:Eollows : .

A) ‘Leadership

Reémember that in any organization the chief is responsible
for a].'l actions faken by his organization. To assist him in the
fulfillment of his responsibility he has a group of high leve] assistants
called the staff,

The leader and his staff should be considered as a smgle ent1ty
The chief, however, must provide inspiration and motivation for
his staff. To ‘be in fact a single entity requires a high degree of
mutual respect and confidence among the members of this staff
team. The chief or leader is not capable because of physical and time
limitation to do evgrything, to personally secure all information he
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must have td make correct decisions and to study all situations
per@inent’ to his successful operation.

A good leader assigns a task .to his staff completely, without
reservation and expects complete results. The leader must be capable
and willing to give to his staff all information he has of importance
to their mutual task. He must be able to communicate his duectlons
clearly and concisely to his staff, . J

The chief must be prepared and'willing to accept ideas and
recommendations which are substantiated with adequate facts even
though they may be in disagreement with his own ideas. His mind
must be flexible — ready to accept new ways of doing things.

The chief must not attempt to capture all credit for succesful
accomplishment. His staff should be properly recogmzed for their
efforts.’ !

B) Qualifications of Staff Members

Concurrent with good leadership successful staff work depends
on a well trajned staff. This does not mean that all staff members
must come to their positions totally irained. On the job training
is an essential element in the development of all good organizations.

The training need not be formal in nature but can be patient
organized effort on the part of the leader.and his more experienced
staff members to assist the newer, less trained members to become
fully qualified members of their team.

*  Perfection in performance-of.good staff work assumes that each
staff member continually strives to improve his skills and abilities.
No good staff member ever allows himself+to rely entirely on past
ways of doing things. He is always seekmg new improved methods
and ideas to apply to I:us work.

Jeach staff member reports facts accurately even though he
knows that his chief may nof agree with him. If he is only going’
to report what he thinks his chief wants to hear he serves no usefut
purpose on the team. « Yes Men » only take up valuable space which
could better be-occupied by men willing to contribute and fight for
new and/or different ideas when their wewpomt is supportable by
facts.

C) Organization

A good staff must have clear organization. Each man must know
where he fits.info the organization, Orders and assignments must be
given through éstablished channels which are as direct as possible
and are understood by each staff member. The organizational

A
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structure must provide for a clear area of responsibility for each
. staff member and for a clear channel for transmission of his ideas
up to the chief.

- +

D) Teum Spirit

Little need be said about this vital part of orgamzatmn life»
because it is so obvious a need for successful accomplishment of
organization objectives. )

A staff functions as a team — a team working to bring credit
to-the unit and not to any one individual. One important qualifications
for a good staff member is his willingness to subordinate his personal
ambitions to those of the.teamn. Remember that outstanding achieve-
ment is readily apparent — it does not have to be advertised. -

Each of you are probably thinking of other-important factors
which should be added to the above discussion of essential ingredients
for successful staff work. These, however, give us some basis for
proceeding to a discussion of how the staff functions, .

S‘_)tafE Action

Assuming we have a staff composed: of qualified persornel, well
trained in the techniques of staff work, let us now observe how this
group goes about its work. .

The chief, based on his own observations and information
gathered from within his organization and elsewhere, determines
that he musi pursue a certain course of action. He rf'lay choose to
convey his decision to his chief staff officer-either orally or in writing
or to his compiete staff in a staff meeting. In either case he conveys
to his staff all the information he has which will help them formulate
plans and recommengdations. From now oon the problem rests with
the staff. . ¢

Under the direction of the chief staff officer the problem is
analyzed ahd divided ameng the rest of the staff which will preparé
stheir part of the solution to the problem. Previously we have
mentioned «team work» and coordination. At this point I think
a few more remarks should be added because of its irhportance in
developing group solutions to given problems. .

‘While coordination is the primary responsibility of the ghief
staff officer, greatest success is achieved when all staff members
understand and practice it. Coordination involves team work with
higher, egual and lower units of the organization. Of primary im-
portance in atfaining coordination is the will and desire to coop-

r
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erate. Each staff member must subordinate himself to the common
good and effectiveness of the staff as a whole. Training of a staff
should be directed foward making coordiration and cooperation
habitual.

- Coordination is developed ,rthrough understanding, training and
practice, It is essential that staff members know the responsibilities
+ of all sections of the organization. Knowing this they will realize
when a staff problem calls for their consultation.

A few specific methods for effectmg coordination and cooper-

ation are as follows : , S

1. Imformal eonferences =

. 2. Formal conferences and briefings
3: Prompt dissemination of ‘essential information

4, Close contact and exchange of informaticn between each
section of the staff and with members of:- other organizations,

The staff gathers information from subordmates, ffom personal
study and observation and from other organizations. The directed
efforts of the staff to secure information assures the chief of the
best possible basis for decision making; This information is analyzed
and condensed to present only_significant facts.The chief must not
be burdened with 2 mass of undigested, poorly orgahized information.
Similarly a staff member furhishes information t{o fellow staff
members and subordinate units. )

Generally all informationsis submitted to the chief staff officer
who &nalyZes it and coordinates it with information gained from
other sources before presenting it to the chief At times, however,
special technical reports are submitted directly to the chief fo avoid
garbling of information. In such cases, these reports shoiild .he made
known to the chief staff officer to assure continued coordination of
the staff effort.

One point to keep in mind is that in active ‘organizations it-is
many. times impossible to wait for totally complete studies before
certain decisions are made. Both the chief and the staff are aware
of this and decisions made on the basis of iIncomplete reports should
‘be open to modification as new information makes change desirable.
The staff, however, must strive to keep informed about all conditions
affecting their orgamzatmn so0 they may anticipate likely need for
change well in advance and thereby keep their chief well informed.
When_ recommendations are based on assumptmns or incomplete
reports, the chief should be so advised.

Logically following staff study of: a problem is the preparatwn
of plans and recommendations. Recommendations must be candid,

4
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uninfluenced by what you think your chief wants to héar. Disadvan-
tages as well as advafitages must be pointed out so that the chief
may have complete knowledge of the situation before making his
decision.

" Preparation of plans and recommendations is closely coordinated
by the chief staff officer who presents it to the chief. -

Following approval of plans and recommendatmns, 1nstruct10ns
and directives are prepared by members of the staff. Bach staff
member prepares its section of the operation or administrative order.
These oxders must be issued on a timely schedule to subordinate
units giving them sufficient time to prepare for nnplementatmn

The staff must make certain that all units affected by an order
or instruction receive the order and understand it. It is the duty of

. the staff to insure that the order is executed as intended. Close
supervision is required to assure that all units chrry dut the order.
Supervision is‘effected by personal visits and reports and by study
and analysis of reports. ‘ :

. Completed Staff Work

Believing as T do that the need for complete, orderly techniques
for getting organizational work done differs little in the United
States, Japan, Thailand, France, Viet—'me or any other country. of
the world, may I pass on to you for your consideration a concise
instruction which has become a useful guide to staff officers in more
progressive units of American government,

I quote :

5«1l Work out all details completely
2. Consult other staff officers. - . -
3. Study, write, restidy, rewrite.
4. Adwise the chief what to do. Don’t ask him.
0. Present a single coordinated proposed action :
Do not equivocate,
6. Do not present long explanations or memoranda
Correct solutions are usually recognizable.
1

Don’t Du Sloppy Staff Work o

« Completed staff work means the study.of a problem and the
presentation of a solution in such form that the division head or ,
commander need only indieate approval or disapproval.

N

x


http:study.of

& .
Staff Work 67

- -
It is youx duty, as a staff officer, to work out the details. Don’t
consult your chief about them, no matter how perplexing they may
be. Consult other staff officers,"however, so that your solution will
be well-rounded- and will recognize all staff elements of -the
.problem. - ' .o

»  The impulse which often comes to the mexpenenced staff officer
to ask the chief what to do, oceurs most oftén when the problem
is difficult. It is accompamed by a feeling of mental frustration. It -
is so easy to ask the chief what to do, and, it appears so easy for
him to answer. Resist that impulse, You will succomb to it only' if
you do not know your job. Your job is to advise your chief what
he ought to do, not to ask him what you ought to do. He needs
answers, not questions.

Don’t worry your chief with long explanations and memoranda.
In most instances, completed staff work resulis in a singlé document

' prepared for the chief’s signature, without accompanying comment.

If you have found the right solution, the chief will usually recognize
it at once. If he wants comment or explanation, he will ask for it.

And don’t feed the problem and your solution to your chief in
piecemeal fashion, Button it all up before you make the presentation.

The theory of completed staff work does not preclude a rough
draft bit the-rough draft must not be a half-baked idea. It must
be complete in every respect except that it lacks the required number
of copies and need not be neat, But a rough draft must not be used
as an execuse for shifting to the chief the burden of formulating
action. The theory of completed staff work may result in more work
for the staff officer, but it means more freedom for the chief.

When. youi have completed your staff work, the final test is
this : If you were the chief would you be willing to sign the paper
" you Have prepa*red and stake your professional reputation bn its :
being right ? If‘the answer is no, take it back and work it over,
because it is not.yet completed staff work ».

I think the above instruction may have applicability to your .
work as staff officers as it has to mine; What do you thmk ?
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by Albert A. Rosenfeld
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I am happy to have this opportunity to talk with you about
organization and methods work and to tell yoii how many of the
government and private business organizations in the United States
keep a constant check on their administrative operations in order
to be certain that they are efficiently conducted, and later perhaps
to learn from you what Vietnamese organizations are doing in this
field. '

. . I know that to many of you, what I say will be very familiar,
butin a group aslarge as this ahd with varying amounts of experience
with: this subject, we must go back fo fundamentals.

~ The Field of Organization and Methods — Types of Pr;)blems

With what problems are organiiation and methods analysts
concerned ?

(lenerally, they deal with : ; ' ,

1. Organization structure, delegations of authority, staffing
patterns or tables of organization, distribution of personnel
among offices, measurement of workloads and performance
standards. ) : ,

2. The flow of documents from one desk to, another and from
one office to another, reporis from oneé office to another, the
design and conirol of forms and systems of directives.

3. The allocation of space and the arrapgement of equipment
and personnel within an office, the effective use of office
machinery and: the conservation of materials. .

Because I have only recenily arrived in Vieinam, most of the
examples or illusirations which'T will use will necessarily be drawn
* from my experience in the United States. Actually, this will be
good, for I think that it demonstrates that the problems and activ-
_ities in this area of management, whether of Government or private
business, whether in the United States or.in Vietnam, are yery

- similar,
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The field of organization and methods is large. In thmkmg ab out
what part of the field to discuss in the few minutes that we have
together, it seemed to me that, congidering your place in the
Government, we should spend our time talking, not ahout how fo
design a-form, or to draw an.organization chart, since you will have
technicians to do these things for you, but about what these tech-
\mques are; and what they can do for you, the managers of the
government’s operations.

1

How O. and M. Technigques Can Help Government Executives Do
a Better Job of Management - ’

Your major task as government otﬁc1als is to ensure completion
of the programs entrusted to you as efficiently and economically
as possible, That means that for each major responsibility or program
you must consider : ;

1. Organization — You must have the right people in the right

places.
2. Methods — How, where and when is each task to be done ?
' 3. Evaluation — Is the work being done correctly ? eco-

nomically ? on time ?

Use of the O. and M. techniques which I will deseribe will help
you assure the suceess of your programs, at least in terms of effective

execution. L, \

Organization. Prineciples

I have-used the term « principles of organization » in the outline
of this talk because all organizations, whether government or
private, havé found that they have many almost identical problems
in organizing themselves to do the work for which they were created,
and that the answers, in many eases were also identical.

In fact, however, these «prineiples» cannot be applied to a
given organization without modlﬁcatmn to meet a specific problem
because in every case:

L Orgamzatmns consist of groups of people 2all of whom do not
respond identically to a given situation. g

2. Every group is a living, fluid*orce, so that even the reaction
by the same group to the same situation may vary over a
period of time. - ”

3. Inevitably, compromises musi be ‘made'because of unique

, considerations applicable solely to the situation under con-

sideration.’
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It would perhaps be better ‘then, to regard these « principles > -
as question which the orgamzatlon planner must answer with regard
to each spe(:lﬁc situation. Let us consider some of these questibns.

. 1. How many employees can a supervisor effectively coordinate
and direct 7 To arrive at an answer to this question we must

consider : '
ey

a) Is the work routine and repetitious ?

b) Are all qmployees doing identical “work ?

¢) Istheprogram a continuing, stable one, or a new fluid one ?
d) Are the employees physically close to the supervisor ?

9. Is this work, or closely related work, being done elsewhere ?

3. Does the supervisor who has responsibility for carrying on
the work have the authority necessary to do the job ?

"4, Is responsibility and author'ity to do a specific job delegated

- as far down the administrative ladder as possible ? Before
we can delegate authority and responsibility downward we
must know :

a) Are there standard policy and operation practiceé in force
80 that decentralized operations will be relatively uniform?

'Bb) Would it jbe more efficient and economical to centrahze
/ certain of these activities ?

-~

¢) How quiékly must decisions be made ? |

d) Are there capable subordinates available to assume the
respaonsibilities ?

5. Are employees made responsible, administratively, to more
than one supervisor ? They may, of course, receive technical
or staff supervision from others. . ..

6. Is every responsibility or function of the orgamzatlon clearlya
and specifically assigned to an individual or' subordinate unit
. within the organization ?

7. Are the responsibilities and functions assigned to each
organization unit clearly and unmistakably (Eieﬁned ?

8. Does each-employee know to whom he is responsible,rand
who is responsible to him ?

9. Is the basis of organizational structure, e.g., geographical,
. product, function, ete. considered at all lévels of the organ-

C o .. o
ization ? -
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Symptoms of Poor Organization

I think, that all of you here, merely by virtue of your experience,
have developed a « feel'» that tells you whether a group is well
organized and operating smoothly. If you have ever taken the time
to analyze this « feeling» your will find that it results frdin the
recognition of such things as: - . |

1. Executives are immersed in details and too busy to give their
time to planning, evaluation of operational results and policy
making. You can correct this situation by developing standard
operating procedures and delegating authority to handle
routine respongibilities. We have found, using the concept of
accepting « calculated » risks, of which I will say more later,
that it is-betfer to delegate discretionary authority to subordi-
nates and aecept the risk that a few errors will be made,
than to slow down operations by insisting on detailed super-

visional réview. Let me give you an example of this. T was

alled in to review the operations of a branch office of a large

meat-packing concern, The branch processed several hundred

thousand pounds of meat a day, and the manager had

absolute.authority to handle these operations — deciding how

to process the meat, to whom to sell it, credits, finances, ete.

as he saw fit. His sales were about $ 50,000 per day. But if
. he wanted to buy a pencil, or a typewriter ribbon, he had
to write to the main office in Chicagg. This was changed, of
course, because if the manager was competent enough to be
trusted to handle §:50,000 worth of meat daily, certainly he
eould be trusted to buy administrative supplies and equip-
ment when it’ was necessary. This story also illustrates
another point which is applicable to other management
activities as well as organization. The practice that central
office approval be obtained for administrative expenditures
had been started when the company was small and con-
centrated in the Chicago area. Under these circumstances,
centralized buying of these suppliés was desirable because
it was more economical. But the circumstance had changed
and the opérating‘procedures had not changed to Theet the
new circumstances. I think that.you will find it helpful te
review your organization and procedures every few years,
even though operations seem to be going smoothly, because

~
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changes in objectives and program occur, and organization
and procedures Should be changed to meet these revised
programs -and objectives.

2. A second symptom is that individual employees are not

" certain of the exact scope of their authority and respon-
sibilities. Consequently, certain responsibilities, which appear
to be borderline, aré carried out by no one, or conversely,
are duplicated by several organization units. You can correct
this situation by issuing specific¢ statements of authority and
respon51b1111:y such as thoge "that I will describe in a few
moments. '

3. Enowledge of the-objectives and policies of the organization
as they apply fo each employee’s work, is missing.
4. Employees employ little initiative in performing their duties.

While these latter two symptoms have employee training impli-
cations, they are organizational problems, too, in that they often
stem from a Tack of clearly presented statements of overall policies,
and objectives, and of lack of understanding by the employee of
how his work affects, or is affected by, the work of other employees.
You will find that wheén an employee has athorough understanding
of the work of the entire organization, he.¢an often suggest changes
in his own operations that will’ make the work of other employees
easier.

Documentation of Organization-"

Any plan-of organization which you may develop does not actu-
ally exist until everyone involved is familiar with it. The employees
working within its structure must know the jobs assigned to them
and their relationship to other people within the group. Qutsiders
who have dealings with the organization must be familiar with its
structure so that they will know who to contact on specific problems
and understand the relationships which éxist between members of
the- orgamzanon with which they are working. It is almost essentlal ‘
therefore, that every plan of organization be accurately documented
and that these documents be made available to all members of the
organization and to those who have frequent business with the
organization.

The documents should include the following :
1. A statement of functions of the organizafion, that is, an

. itemized list of the activities, clearly deﬁned :Eor which each
unit of organization is responsible, '

oy .
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% Organization charts. There are several types of organization
charts which may be used singly otogether to poriray the
organization plan. Among the more common charts are :

@) Structural charts; which outline the basic anatomy of the
organization and outline the basic relationships existing
between tmits of the ofganization, .

b} Functional charts, which outline the duties or respon- ¢
sibilities of the units of the organization. N

¢) Position charts, which show the title and rank of persons
employed, or authorized to be employed within an unit.

d) Combination charts, ‘that is, combination of two ‘or more
of the charts just described. \

—

Specimens of the charts described are included in the writien
copy of this talk which you.will receive.

Work Programming N

Work programming is the preparation of a step-by-step plan
for accomplishing the objectives of your organization with a max-~
imum of speed and a minimum Jf cost. It means breaking down a
program into its compongnt parts, and establishing a firm schedule

for completing each part. Work programming will help you more

definitely know what personnel, equipment, space, ete. you will
need each period for each program, and, in total, for your agency.
Thus, you also-obtain a firmer and, more accurate basis for preparing
your ‘budget.

But to obtain the maximum usefulness from your work planning;
you miust also provide some means of examining the results ané‘
comparing them with the plan. Two complementary techniques are
usually used for this purpose : reports, of which we shall say more
in a few moments, and inspection. Inspectibn is the examination
of conditions and performance and their comparison with the estab-
lished program. By this means, supplemented by data from your
periodic reports, you will be able to discover failures, or deviations
from the plan while there is still time to take corrective action, or
if necessary to amend the plan so that it will more closely correspond
.+ , to the realities of the 51tuat10n i

\

~ Work Measurement

The purpose of Work measurement is to enable you and your
subordinates to determine how well the work for which you are
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responsible is being done and to help you keep work-load and
personnel in balance. If more man-power is assigned'to a job than
is needed, man-power is being wasted. If too féw persons are
assigned to a job, performance-suffers. By the use of work measure-
ment techniques you will be able 1o to !

- £

1. Transfer persennel promptly between act1v1t1es in accordance
with work-load fluctuations.

2. Evaluate the effect of changes in organization, procedures,
equipment, ete, )

3.'Substantiate requests for additional personnel or fér reduction ’
in personnel and estimate future personnel requirements. -

4.. Compare performance of similar activities at different offices
so that you can detect those that appear to have the most or
least efficient organization, procedures, equipment, ete.

]

'
/ : . .
Work simpliﬁcatiori‘ is the systematic analysis of the factors
that influence job performance and the design of simplified work
procedures. These simplified procedures result™if the elimination
of wasteful applications of human effort, equipment, supplies and
space.

Work simpli.ﬁcation‘

l Y -

A. We practice work simplification when we analyze s
1, The forms, reports, and other documents used in a procedure,
which’ we refér to as « paper work » .
2, The sequence of operations using these documents
& The layout of the space used for these operations

B. In order to » = ~

" 1. Eliminate unnecessary work
2: Simplify necessary work

" 3. Provide the most economical sequence of operations-
4., Provide the most effective lay-out of space. ‘

Paperwork management

-~

_ Paperwork is a necessary evil in all large scale operations,
government or private, because it is the only practical way té inform
members of the organization of new “plans and procetfu.res to collect
information by which operations 'can be evaluated and decisions -
made, and {o document ’Ehe activities of the crganization. ‘

s
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I do not know how many pieces of paper are handled daily by
employees 6f your government but considering the fact that these
include records of all types: directives, vouchers, reports, regu-
lations, orders, correspondence, ete. and that each of these must
be created, reviewed, mailed, processed, filed one or more times,
the magnitude of the volume of paper can be imagined. But by the
use of organization and methods techniques, it is possible to make
this paper work for mafiagement instead of rema.lnmg paper work
for management. - !

-

Procedures, or Work Methods Instructions . et

Fach employee sees only a small part of the total job. Because
all of the parts are interdependent, and must fit together perfectly,
if is necessary that the ways and means of doing the job be presented
by someone who sees the ]Ob as a whole. This\should be done in

writing. ~

In my experience T have found that many instructions are dis-
regarded, or are carried out improperly because the plans or ideas
are not understood. Your instructions have a much better cha.nce
of being followed if they are

1. Clear \

2. Complete ‘

3. Brief

4, Kasy to read

5. Basy to,remember

How do we achieve these qualifies ? T have tried to follow these
rules, and have found that they ustually ‘help me achjeve my purpose :

1. The person writing the instruction must be familiar not only
with the subject-matter directly discussed, but with the
implications and reasons for that matter.

L
'

2. The written instruction should fell the employees :
- a) Who is responsible for cfarrying out the instruction
b) Why is it necessary or desirable that this be done
c) What, exactly, is to be done
d) When is it to be done ’ -
e) Where is it to be done
f) Hou it is to be done
3. Define every fact, concerpt, relationship with which any reader-
) of the instruction ig likely to be unfamiliar.
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;

4, Describe explicitly the flow of work and the sequence of
operations, i.e., make clear both the source from which each

piece of paper comes, ‘and the proc\ess or operation which-
follows each step described in the procedure, particularly,

as to the disposition of forms and other work materials.

5. Cancel, specifically, all instruections, requirement or methods
which were previously in force in connection with the
‘procedure,

6. Write clearly and simply. Use short, s:mple sentences. Place
all major ideas in separate paragraphs. Use topical headings

-and sub-headings which stand out from-the rest of the
; material. Use concrete illustrations or examples whenever
posmble

P

Form Control

A form is a management device for securing\ uniformity and
simplicity in the recording, transmitting and' processing of informa-
tion. Through the continuing analysis and improvement of forms
and procedures relating to their use you can obtain

" 1. Maximum simplification of appropriate, necessary forms.

2. Improvement of office procedures based on forms.

3. Consolidation of forms which are designed for the same or
sumlar functional purposes.

4, Elimination of non-essential and cbsolete forms.

These will lead to |

1, Simplified work procedures,

2. More expeditious and uniform processing and handling of
information and reduction of time required for filing.

‘3. Reduction in time required to process needlessly complex
forms.
Reports Control

A report may be defined as information transmitted by one
office to ahiother to help the latier: .

-

1. Form policy ] i N

2. Conirol operations
3. Evaluate performance
4. Prepare other reports

. . 3
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Before they are placed in use, reports should be carefully
reviewed fo :

1. Eliminate all upessential, duplicate, and unnecessarily
complex reports. -, *

2. Insure that the contents of the reports will serve the purpose

- for which intended and that proper reporting intervals and
reahstlc due dates are estabhshed

3. Insure that instructions and forms used for a report are clear
and complete. .

Through such review, you will ac}}eve

1. More efficient planning and control of operatiofis through
simplified, easily interpreted reports.

2. Savings in labor now expended in compiling, preparing,
transmitting, reviewing and filing, non-essential reports.

a

Systematie reporting procedures can and should be.used to keep
management up-to-date on the problems and progress of the work
program of the orgamzatlon and provide a basis for the evaluation
and follow up of work being done. ‘ ..

Correspondence’

If you will review your correspondence for a pericd of time
you will probably find many letters which carry approximately the
same information, For this type of letter you can prepare and use
form letters and paragraphs. The use of form letfers — some of
which can be mlmeographed rather than individually typed, will
save the time of your typists, requce the number of carbon copies
which will have to be produced, filed and stored, and the number
of letters which you will have to read and sign.

I would like to add a few words about the contents of your
letters. Today, I am Sure that in this country as in my own,.recipients

judge your letters not by literary conventions nor grammatical

- niceties, but by how clearly and, briefly it tells them what they want
to know. It is not easy to write-a brief letter that says exactly what
you have in mind. One of our great Supreme Court Justices, Oliver
Wendell Holmes, once wrote to a friend : «I am writing you a long
letter because I do not have time to write a short one». I have a
very good illustration of this, Recently I sent an order to 4 firln
and requested some information about how they shipped goods.
They sent me a mmeographed letter of one and a half pages which

’ rambled all around the point. Apparently, the person who signed

’ -
>
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the letter realized this because he added a three-line postscript
which said « This is simply an invitation to open a regular account
and your initial order will be shipped irrespective of any reply ». .
How much better if they had said that in the first place !

Records Management .

The term « Records Management » is now beginning to cover
the creation of records, that is forms, reports and correspondence as
well as the disposal of these pieces of paper. However, since we have
already discussed these separately, we will talk only of records
disposal. - . . .

I am sure that you are all familiar with this problem because
I have visited some of your offices and have seen-folders of records
piled high on desks, cabinets and- even .on the floor. Moreover, as
your agencies broaden the scope of their activities and obtain
equipment which make -it-easy to prepare multiple copies of
documents, you will find that your store of records will increase in
geomeiric proportion. '

You have sevéral possible methods of disposing of these old

récords : !
oy,

1. Qutright destruction .

2. Maintenance in their present form byt stored away from
the office . o

3. Maintenance on microfilm
4. Transfer to an archives

Which method you use will depend upon legal Tequirements
“and your estimate of future use of the records. For instance, in
some personnel folders stored in .the South Vietnam Axchives I
saw approval of leave forms written in 1932. You might decide that
you would normally not require this record after a period of two
years, say, and destroy it at that time. On the other hand, you may
have the drawings of the water and power lines in a building which
vou will want to keep as long as the, building. stanids’ in order to be
able to make repairs quickly if necessary. You might well .decide
to microfilm'such a record. !

To do any of these things you first must know what kinds of
records you have, how many of each kind you now have and.how
fast they accumulate. Then, knowingthow you use them, and
therefore the prebability of their future use, and of any legal
restrictions on the disposal of specific records, you are in a position

>
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to determine how long you must keep each record, whether in your
own file or elsewhere. You will be interested in a new concept which
is atfracting attention in the United States in connection with the
disposal of old records — the acceptance of a calculated risk in
destroying records which may be needed in the future but which
probably will not be so needed. Let me give you an example. I was
called into consultation by a large rubber company which had
filled all of its storage room with records, and in an attempt to make
more space available, was microfilming these records at a cost of
about $ 30,000 per vear. Part of this store of old records were the
cancelled checks used to pay employees’ salaries. The company had
15,000 employees and paid them every week. Since the state in
which the company was located has a statute of Ilimitation of
11 years, the company was holding these pay checks for 11 years,
because their lawyers had advised them that if they did not have
the cancelled checks as proof of payment, an employee could claim
that he had not been paid, say 10 years ago, and the company would
be required to pay him again. This was true, but when we searched
for the facts we found that as far back as the cldest employee could
remember there had never been a case where an employee who
believed that he had not been fully paid, did not make his elaim
within a few days. I was therefore able fo persuade management'
that although they were indeed Hhable for an 11 year period, the
probability that they would ever be called upon to make a second
payment“was very small, and that it would be cheaper to take this
risk than to continue fo store these records for 11 years.

L

Office Layout

You are in the middle of a period in which a general shortage
of office space and eguipment is coupled with a growing demand
"for both-of these. A study of your office lay-out relative to the
operations carried on therg may help you make your ofﬁce more
adequate for your work.

Ideally, evé;y office should be 50 arranged that
1. There is a straight;line flow of work which will insure a
minimum of criss-crossing of work in process.

2. Space is conserved, yet enough room is provided for each
employee to operate effectively without being eramped.

3. Working conditions are such that persopal efficiency is in-
creased and office strain and fatigue are dedreased, i



Oxganization and Methods Work 83

»

A simple drawing can sometimes show if the lay-out of an office
can be- improved. On a scale drawing of the office as presently
arranged draw lines showing the flow of work through the office,
If considerable criss-crossing and leng distance movements are
shown, it is probable that the lay-out can be improved. An example
of this fype of chart is shown in Exhibit 4. - '

In alloting space among the various operating groups within
your office, consider the following :

1

. The Work of each unit should flow contmually in one direction

within itself.
Place units that work c]osely"wﬂh another in adjacent space.

. Place offices that are visited by the public near the bulldmg

entrance, .

Place secret and non-public work in space away from the
street.

Minimize the number of private ofﬁces and partitions s‘lnce
these not only make clerical supervision difficult, but interfere
with lighting, ventilation and the flow of work. =

Use the best lighted space for location of clerlcal activities
or those reqmrmg close or visual work.

Start?ng 0. and M. Work in Your Office

At the beginning of this talk I said that I would talk principally
about how you can use O. and M. techniques, rather than the techni-
questhemselves, because these latter were principally of interest to
technicians. I understand, however, that because of lack of funds,
‘and a shortage of technicians; many of you do not have such service
available to you. I want to poﬂlt out that many of these things can
be done by your present personnel.

L]

For instance :

1.

Technical skills are not required to insure that your written
instructions answer the questions who? what? when? ,
where ? how ?

2. By reading the arretes which govern yo;.zr operations, you

can make a list of your responsibilities. By checking this list

, against the responsibilitieés of the various bureaus, ete..., you-

can determine if -all of your responsibilities have hbeen
assigned.

. From this list, too, you can prepare the documentation of

organization referred to previously.
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"4, You can set achievement goals for each program. These will
be roughly estimated at first, but with practice you will
achievé precision. o

5. You can review the reports you receive, revising them if
necessary to insure that they furnish you with the information
you need to measure the progress of each program.

‘6. You can take an inventory of your recorcis, and determine
§ how long you should retain each, and what the legal restric-
tions are upon their disposal.

7. And most important of all, you can encourage your em-
ployees to suggest to you what actions you can take to make
the work of your office more efficient. The men and women
who do the routine, day-to-day Jwork of your office know

N very well if they are preparing useless copies of documents,
or filing papers that will never again be used. If you can tap
- « this reservoir of knowledge by appropriate incentives, you
can do more toward raising the efficiency of your office than
in any other way. : ' L

AsT sald “the present supply of O. and M. technicidns in Vietnam
is very Inmted but at the Institute of Public Admmlstratlon we
will be training more of them each year, 0. that soon this lack
will be remedied.

P0551b1y noere funds may be made available for this purpose

next year. Meanwhile, if you recognize the desirabilily], of such a
program, and do what you can with the funds and personnel you -

have, you will have taken-the all important first step. Tn this
connection, I am fond-of relating a story which may or may not be
true, but which well illustrates this point. It is said that during the
First World War, the Big Three (President Wilson, Prime Minister
YLloyd ;George, Premier Clemenceau) decided that the:North Sea
-must be mined as a defense against submarines They called in the
commander of the North Sea Fleet, Admiral Sims, and told him
of this decision. He protested that he did not have enough mines
or mine-layers for an operation of such magnitude. « Do you have
one mine-layer, and one mine % », President Wilson asked him. « Of
course », replied ¢hes Admiral. « Then let’s start laying the mines
one at a tnne until the job is completed », the Presidént told him.
Sumlarly with O. and M. work in your office... start doing what
you can with what you have... you will find that each step you take
will pay you dividends in efficiency and economy

4."“\\_'_“-
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V" SERVICE TO_ THE PUBLIC
by Gene Adr:an Gregory
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Dealing with people is probably the most 1mport5.'nt aspect of
the role of the civil servant and it is probably the biggest problem
you face as civil servants. Scientific investigations have revealed
that even for such technical personnel as engineers, about 15 % of
one’s success is due to one’s knowledge and 85 % is due to skiil in
human englneermg — to personality and the ability to lead people.

T should lxke to discuss with you briefly today the matter of
your relations 'with the public and the 1mp0rtance of those relations
to the job you have to do as administrators in a democratic system,
of government.

My 1n11:1a1 remarks will be in.the nature of observations on some
lmportant characteristics of demotracy and human nature. As much
as possible I shall draw upon the experience of myself and others
in the field of public relations and public service to arrive at some
valuable practical rules which will serve us well in working with
people. . .

The Public Servant in a Democracy

I once worked in a public office which received over 500 letters
"a day from people in all walks of life, and ‘all of them requests for
something. The rule of that office was service, expressed jokingly
by the chief-of the office in this way : «If one of those letters is
asking for the dome of the U.5. capitol, send it to the man ! But by
all means,. whatever he asks, answer his letter courteously “and
prompthly ».

This"man was an elected public servant and elected officials
must realize the necessity of good service and public relations, for
if they do not, the voter will not return them to office. The office
rule of this public servant has been tested at the polls 1b times in
the past thirty years and has always received overwhe]mmg "pubhc
" approval.

The career civil servant, unfortunately, has no such effective
reminder or check upon the success of his public relations. He must
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constantly remind himself of his role.in a demoecratic society. He is,
in fact, a servant of the public. And he will succeed ohly in the
measure he realizes this fact, for the people shall forever be in.
. search of men with that high quahty and will only be satisfied when
they find them, '

- Vietnam is jn full revolution. The tattered rags and baggage
of colonialism aie being discarded for a new outfitting in the fashion
of a mid-Twentieth Century democracy. The rapid changes wrought
by this revolution affect first and foremost the institutions of govern-
ment, in the midst of which the civil servant finds hunse]f

There is tangible evidence of change, the most outstandmg of
which is the work of the Constituent Assembly now drafting the
organic law of the land. All prognosis and the actual text of the draft
of thelnew Constitution indicate that the new governmental structure
of Vietnam will be Republican in form, endowed with represent-
ative institutions premised upon the notion of the sovereignty of the
people. | .

#an

- But the present revolution entails other far-reaching and, more
frequently than not, less noticeszble, changes in the mstltutlons and
-procedures of government.

I refer spec1ﬁcall3_r to.the administrative services of the govern-
ment. Most of the present governmental departments and agencies
had their counterparts in the celonial administration and the pro-
visional government under Bao-Dai. The status of their chief
administrators has changed from colonial officials to appointees of
Bao-Dai to designees of President N g6-dinh-Diém. Aside from this,
there has been change in the personnel of the various departments
and agencies, and there has been and is a contmumg change in the
philosophy of adnumstratlon

This is because the exigencies of government have changed.
The basic purpose and motives of a democratic national government
obviously differ widely from those of a colonial administration,

The basie purpose of any colonial regime s to .control the
governed in the interest of the governing power. The extent to
which such a regime serves the interests of the governed is defer-
mined in the final analysis by the foreign sovere'lgn Certainly,
- colonial regimes seldom depended upon their popularity for their

= endurance. Instead they depended upon instruments and techniques
of control and of force. It is a matter of historical. record that these

\ regimes bore more resemblance to the absolutism of an earlier and
more primitive age than to the modern deimocratic state.

¥
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The administrative services which Free Vietnam inherited
were established to serve the interesis of such a colonial power ;
and they were predicated upon concepts of control and force not
upon concepts designed to curry the favor.of the people. Once the
power of the instrument$ of that force were broken by popular
resentment to it, the regime crumbled. For a government which
does not serve the interests of‘the populace, must depend upon
instruments of contral. !

A demoératlc regime is in the throes of birth. The locus of
sovereignty has been transferred from a colonial power and is being

vested in the people: The basic philosophy of government has

changed from one of force to one of freedom and self-government.

Democratic government is frequently defined as government
of the people, by the people and for the people. That is to say, the
people are sovereign ; they rule through their elected representatives
in the legislature and executive branches of the government ; and

the government which they establish is essentially a positive means ~

of advancing the people’s interests through social programs that
would equalize individual opportunity and reinforce political
freedom and its necessary corolldry, economic security. At the
center of this system is the people ; they are the ultimate authority
and it is for them that government is established.

It is this concept of popular sovereignty inherent to democracy
that determines the role of the bureaucrat in the democratic order.
In any system of government the bureaucrat is the agent of
the supreme power. But depending upon the character of the locus

- of power, therole of the bureaucrat varies widely. The reguirements

of such.agency in the imperial court were much-different than they
were under the colonial regime ; and the requirements change even
more with the establishment of democratic institutions.

In a democracy, where 'the accent is on service to the public,
the responsibility of the public servant both to his Chief Exeputive
participation of the people in the programs of the: government and
mf the determinationh of the government objectives. They seek to
spread responsibility rather than to concentrate it, to avoid hierarchi-
cal organization in which special pr1V11ege and status differentials
predominate,

Within this framework and context the civil servant acts as
the liaison of the elected officials with the public. Civil servants
are the ears, eyes and nose of the execuiive branch of the govern-
ment — you must be alert to the ever-changing, desires and needs
of the people, the determination of which demand full deployment

Q
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of sensory perception. At the same time you &re the voice, the arms
and the legs of government in that you carry out government pro-
grams and policy.

In a democracy where the accent is on service to the public,
the responsibility of the public servant both to his Chief Executive
and to the people is much greater than in an aufocratic system.
Since the career public servants meet the public much more than
do the top executives of government, since the politigal success.of
those executives and the public confidence necessary for the effective
Implementation of government programs depends to a considerable
extent upon efficient service and the maintenance of good public
relations on the part of career governmental employees, their
importance to governmental processes is enhanced.

But it is also characteristic of democratic civil service systems
+that the pubhc servant has more-rights and security than under
autocratic forms of government. As long as the civil servant
faithfully fulfills his role of.service, as long as he responds to
reasonable expectations and demands of the people and their elected
representatives, demoeratic regimes assure the“status of employees
in government service, Such assurance is extremely important, for
as President Ngé-dinh-Diém pointed out in his remarks inaugurating
this series of lectures, civil servants are men, and as such theéy .,
degserve all the rxghts and Justme due free men, including job
securlty ’

I shopld like to explore with you three basic aspects of public
service, namely, its substance, method and manner. By substance,
I mean policy ; by method, I refer to efficiency or the lack of it ; and
by manner, I have in mind the aftitude of service. All of these must
be so calculated as to meet the basic needs of the people, to satisfy
thei expectatlons of government and to win thelr confidence and
cooperatlon ~

OFf these aspects I shall give greatest emphasis to the last, the -
manner of service, since other lectures in this ‘'series are primarily
concerned with administrative efficiency and, moreover, because it
concerns the human side of public administration which, though it
is the most obvious, is easiest to forget. This is espec1a11y true under
revolutlonary conditions when the accent is eni rapid change, and
hopefully rapid progress, which more often than not -puts the
emphasis upon efficiency fo the detriment of human relations.

It is immediately apparent to all of us, of course, that efficiency .
and huma{l relations are closely inter-related. I shall attempt to

-
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emphasize this fact and to pomt up some-of the charactenstlcs of that
inter-relationship in public sérvice. A

-

Public Policy Must Serve the General Welfare:

Though final policy~making in a democracy is the function of thé
legislature, career civil servants at the higher levels participate in
the policy-making process through position papers, the drafting of
legislation and appearance-at hearings before committees of the
Ieglslatlve body. Moreover, once the policy is made, its implement-
ation is‘in the hands of the administrator. . ~-

Both in policy-making and policy nnplementatlon promotion
of the general welfare must be the guide. There is no room for.
favoritism in 2 democracy ; nor is there room for the general rejection
of pet programs which do not meet the general we]fa.re test.

An example of favoritism under the colonial administration is
often cited and, if true, is well-known to you, It is said’that" ‘many
good roads were constructed by that administration, but that each
of -them led to a plantation or a con'cgssion of some sort -A_similar
story is told of Moscow, where the dnly four-lane highway in the
city is said to lead from the Kremlin to the ritzy residential suburb
where all thé top commissars have their dachas. Reputedly this
highway was closed muck of the time to allvbu\t the bjg cars carrying
the high Soviet officialdom to or from their offices,

In both cases, though the public was certainly served to some
degree, these road building programs can hardly have been caleu-
lated to promote the general welfare. Had the ‘general welfare been
the criterion, more roads would .certainty have been built, if not

. dlfferent and better roads.

A further case in point is the Teapot Dome Oil scandal which
rocked the United. States during the administration of President
Warren G. Harding in the 1920’s. It kept the public and the press in
our country ringing with indignation for years.

Here are the bare facts of the affair : Albert Fall, Secretal;y' of
Interior in Harding’s cabinet, was entrusted with the leasing of
government oil reéserves at Elk Hill and Teapot Dome — oil reserves
in the Rocky Mountaing that had been set aside for future use of the
Navy. | .

Instead of calling for’ open competitive bidding for “the lease,
Fall handed the juiecy contract outright to his friend, Edward L.
Doheny, who in turn gave Secretary Fall what he was pleased to
call a «loan> of one hundred thousand dollars. Then, in .a high-

’ -
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handed manner, Secretary Fall ordered U.S. Marines info the district
to drive off competitors whose adjacent wells were sapping oil out
of the Elk Hill reserves. '

These competitors, driven off their ground at the ends of guns
and bayonets; exercised their right to recourse against the govern-
ment in the courts of the land — and blew the 1id off the hundred
thousand dellar Teapot Dome scandal.

Nothing like.it had ever happened before in American pubhc
life within the memory of Hving men. The public was acutely aware
that its interests had been violated. The protest was so overwhelming
that it brought an end to the Harding administration, threatened the
Republican Party with extinction and put Albert B. Fall behind
prison bars after he had had his.day in court. .

When public servants entrusted with the promdtion of the
general welfgreviolate that trust in a democracy, they are vightfully
and viciously ‘condémned by the public whom they betray. The courts
of justice fix thein due penalty.

The rules of the game are equal and fair treatment, equal
opportunity - for all. T ustice .— social,” economic and political —
precludes fav:nnusm or pI‘lVllege to special mterests or a special
class. To violate this code of ethies is to invoke the dlsfavor and the
wrath of the people. L

There is No Substitute for liff:ﬁciency

In dealing with the publiec, there is no substitute for efficiency.
Obviously the amount of service which can be rendered the public
varies in direct ratio with the efficiency of public servants and the
organization in which-they work. But this not only affects the condudt
of government programs and,the amount of service rendered ; it
also has an important psycholcigieal impact upon the publie.

The slowness of processing papers concerning the regulation of
commerce, for instance, slows down trade and thus adversely affects
the’ economy. But at the same time, it angers a large c:ross-sectmn

“of the populatlon because their vital interests are involved ;
destroys or lessens their confidence in the government and in turn
affects the confidence of olhers.

The same is true for the.processing..of’' other government
decuments, Unnecessary. delays, mulfiplication of Yormalities and of
necessary trips to government offices is vexing to the people, to say
nothing of its demobilizing them from useful service to society for
what adds up fo a considerable amount of time when the entire
population is considered. .
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I recall a sign displaye;i in several government offices reading,

« Be Brief. Time is Money ». This sign was obviously in the offices

for the benefit of the visitors, the public. But it might serve as a

reminder for civil servants as well. Time is money to those who

come to visit publie offices out of necessity and who are forced fo

spend much more time on any given visit than the pubhc servant

‘toncerned is required to spend. Speedy service makes the visitor,
the publie, happy. _ )

Some Basic Rules for Success in Public Service
\

The key to success in public service in & democracy is the realiza-
tion that people are important ; it is the people that count. . The
people realize this, or rather each individual realizes that he counts;
and as far as he is concerned he counts for more than anyone else.
Furthermore, he is constantly seeking recognition of his importance.

There is one all-important law of human conduct which the
public servant and anyone else who wants to succeed in public.or
private affairs must follow. If we obey that law, we shall succeed
in maintaining succegsful pu'bllc and personal relations. But the

instant we break that law, we shall make endless trouble for
ourselves.

The law is this: Always' make the people you meet feel im-
portant. Professor John Dewey, one of America’s foremost philos-
ophers, has said’that the desire to be important” is the deepest

urge in human nature ; and Professor William James wrote : « The

deepest prineiple in human nature is the eraving to be appreciated ».
It is' this urge that differentiates man from animal. It is the urge
that has been responsible for all human progress.

Phifosophers®have been speculatmg on, the rules of human

relationships for thousands of years and out of all that speculation |

there has evolved one important precept. It is not new. It is one
which we all know for it is near universal. Zoroaster taught it to his
fire-worshipers in Persia 3000 years ago. Confucius taught it in Chi-
na 2400 years ago. Lao-Tse taught it te his disciples in the Valley of
the I-Ian Birddha preached it on the banks of the Ganges 500 years
before Christ, and the sacred book of Hinduism espoused and

propagated it a thousand years before that. Jesus of Nazareth,

teaching among the stony . hillseof Judea nineteen centuries ago,
summed it up in one thought — probably the most important rule

—

in the world : «'Do unto others as you would have others do unto -

you ».
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You want the approval of those with whom you.come in contact.
You want recognition of your true value. You want a feeling that
you are important in this world, which might be one of the reasons
why civil servants the world over are so predisposed to ceremony.
You do not want to listen to cheap, insincere flattery, but you do
crave sincere appreciation. You want your friends and associates to
be hearty in their approval and lavish in their praise. All of us want
that. )

Remember this when semeone comes into your office seef{ing
your services. Try to i’magine yourself on the other side of the desk.
You know How it feels. You have been there yourself. The same is
true when you go into the village. -

The hallmark of a good public servant is his ability to identify
himself with the humbler members of the society. I recently met a

. provincial agricultural extension agent in a village not far from

Saigon who possesses this gbility to a high degree of perfection.
Everyone in the village was known personally, to hirh. His warm
and familiar greetings shouted out to the occupants of each house
as we approached were given in the manner of a next-door neighbor
or a lifelong family friend. It was not surprising that he received
the warmest of responses. He is not just an employee of the govern-
ment to them, he is their public servant. He is ohe of them. He knows
that to serve their interests, his government’s interests, and his own,
he must have the confidence of the pecple. He has that confidence
as the provincial government, his ministry and the government in
general have it because of Him. The Department of Agriculture will
find it easier to implement its program, o introduce new concepts of
agricultural technology in that village, because that agent has truly
succeeded in identifying himself with the villagers. He knows that
to be sugeessful in his work he mustbe their helper, not their master.

On the other hand, a public servant who has-been raised in and
has once tilled the fields in the village may naively declare that he

knows all about the conditions of the peasant — a dangerous pre-

tension in any case — but as a ratter of fact he may be quite unable
to guess, much less understand, what is in the peasant’s mind and
motivates his actions. The exercise of power has given the public
servant new experiences and new attijudes which tend to separate
him from the people in the village. Fe has new status, new and
perhaps superficial prestige marked by appearance at frequent

ceremonies, new living conditions and manner of dress. Cocktail.

parties, official or officious dinners, paperwork and meetings tend to
isolate the public servant from the people. He becomes indisposed.

>
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How close to the people is the Chlef of Province dressed in white
sharkskin, riding in a.chauffeur driven car and living in comparatlve
luxury ? How well does he understand and sympathize with the
problems of the humble and simple folk of the villages in his
province ? It is not necessary, I am sure, to dress ifi black and ‘wear
a straw hat and wobden clogs to make the public feel that you are
-one of them. But external superficialities are often interpreted as
manifestations of an atmtude I is certainly disadvantageous to the
encouragement of a citizen-to-citizen attitude to make a show of
power, authority, and importance. If you act as though you are
one of the people, you will find it much easier to convince the
people of this fact. For while playing the role of a public servant,
it is truly difficult to remember that you are ¢ part of that public.
It is the position which you hold and what you accomplish while
holding that'position which gain respect for you. You are a part of
the public you serve. Their interests, in the long run, are yours.

-

. Good Public Relations is Good Hmﬁgn Relations

A continual effort must be made by the public servant to meet
and maintain rapport with the people-of all-stations and classes. See
as many people as possible. And in doing so think of each person, g
for the people constitute simply a multitude of individual Anh Nam’s.’
Think of each person'with two thoughts: first, what can I learn
from him, and second, what cari I do for him ?

., Be genuinely interested in people, As Ralph Waldo qurgon,
an eminent American thinker and writer has written : < Every man
I meet is my superior in some way. In that, I learn from him=». A .
villager is certain to know better the conditions in and the ngeds
of his village ; a businessman or artisan, the conditions in ‘and needs
of his trade or craft; and above all he is the expert in what he
himself feels about those conditions or needs,

What the individual thinks about conditions affecting himself,
his family, his vﬂlage or his business is important to the public
servant, for if he is to be effective in his job he must know the
thoughts, the drives, the expectations and needs of the people. An
understanding of the public is derived only from an understanding
of individuals,

But there is still another reason for being geriui.nely interested

vin people. By showing such an dinterest you at once humanize

government. People like to talk about their problems. Just listening

Sympathetlca]ly to someone who comes to your office with a gnpe
i
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can send him away with a smile and satisfaction, convinced that you
and the government are good, or at least < not so bad after all », :
" What is the secret, the mystery, of a successful interview ?
There is no mystery about it. Exclusive and sympathetic attention
to the person who is visiting you is all that is necessary.
Simple, isn’t it 2" You do not have to have your Licerce en Droit

'to discover that. Yet government officials will build beautiful and -

expensive office buildings, equip them with'the most modern facil-
ities, plan elaborate programs to help the people, and allocate large
sums of money for their implementation and thén staff their offices
with personnel who do not know how to be good listeners — who
interrupt their visitors, contradict them, irritate them and all but
drive them from the office. ' ‘

Take for example an experience of a New York businessman.
The fact that the experience was Wwith a business establishment is
not important. I might well have been with a government office.
The same principles of serviee apply in both spheres.

Our businessman had bought a suit in a downtown depariment,
store in. New York. The dye in the coat Iuljbed off and darkened
the collar of his shirt. Returning to the store, “suit in hand, he found
the salesman with whom he had dealt and made his complaint.

4 Rather, he began to tell his story and was interrupted.

The salesman insisted that the store had sold hundreds of suits
of that kind with no complaints. But his tone was worse than his
words. In the heat of the exchange, a second salesman joined the
conversation insisting that all dark suits rub off a bit at first, espe-
clally suits in the price range of the one in question.

By this time the customer was fairly su:zhng The first salesman
had questmned his honesty ; the second had intimated that he’ had
purchased a second-rate article. He was on the.point of throwing
his suit at the salesmen and leaving, when the head of the depart-"
ment arrived. This man knew that good service is good busmess
and he turned an angry man into a satisfied customer.

*  Tirst, he listened to the customer’s story from beginning to end.

Then, when the salesmen began to air their views, the department -
head took the point of view of the customer. Finally, he admitted

be did not know the cause of the trouble and courteously asked the

customer what he wanted to have done with the suit, offering to do

anything the customer asked. )

Oaly a few minutes befora the customer had been ready fo
demand a refund. Now he answered that he would simply like
advice. Was the condition temporary ? Could anything be done
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about it ? The- department head suggested that he try the suit for
another week, after which time he would _give the customer a new
one if it was not satisfactory. The department head apologized for
haying caused the customer so much inconvenience. The cusfomer
walked out of the store, with the $ame suit, but satisfied. After the
first week of wear the dye ceased to rub off on his clean white shirts
and his confidence in the department store was-restored.

Small wonder that manager was head of his ;department. And as
for his subordinates, they will surely, at best, remain clerks for the
rest of their careers, if they aretable to retain their posﬂm,nsr

In the same manner, the chronic complamer, even the most
violent critic, will frequently soften and be subdued in the présence
of a patient, sympathetic listener — a listener ‘who remains silent
while the irate fault-finder dilates like a king cobra and spews the
poison out of his system.

But in some instances the visitor to your office may want only
a friendly, sympathetic listener to whom he can unburden himself
of a problem. .

During the darkest hours of the American CIVI]. ‘War, President
Lincoin*wrote to an old friend in his home town of’Springfield,
Illinois, asking him-to come to"Washington. Lincoln said he had some
problems he wished to discuss with his friend. The old neighbor
called &t the White House and Lincoln talked to him hours about
the advisability of issuing a proclamation.freeing the slaves. After -
the hours of talking, Lincoln shook hands with his friend, said
goodmght and sent him back to Illinois,without even asking for
his opinion. Lincoln had dane all the talking himself. It seemed tp
clarify his problem in his own faind. He seemed to feel easier after

the talk, the old neighbor said. ' g

'Lincoln had not-wanted advice, he had merely needed-a

 friendly listener. And not only big men crave a good listener,

ordinary folk do too, The Reader’s Digest once published this truth

in this form. : « Many persons call a doctor when ail they want

is -an audience ». We might also say that many -persons come to.
overnment ofﬁces for thé same reason.

* But, you may protest I am a busy man! I"don’t have time
to listen fo people’s problems. Yes, you are busy but your purpose
is to serve the people. Very often you can render that service hest
in these very human ‘ways.

At least this is what President Magsaysay of the Philippines
thinks. He maintains what he calls a Presidential Complamt Bureau
which does nothing but listen to people’s troubles. Each case i
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carefully investigated by a staff which he maintains for that pur-
Pose, If the complaint is a legitimate one agamst the government,

orders go out to rectlfy the matter. If not, at”least the citizen
knows he has received a sympathetic hearing ana the fdirest
poss:ble treatment, which is in itself a boost to his morale.. Presr-
dent Magsaysay himself has been known to jump on a plane, ig
to a distant island of the country.and right the smallest injustice
done a person by the government or help solve a personal problem.

Magsaysay’s tremendous support in the villages of the Phlhppmes
testifies. to the value of his concept of how to conduet human.
relations. - )

One of the simplest rules of successful hyuman relations is —
smile. Actions speak louder than words, and a smile says «I am
happy to see you». But a false smile does_not fool the recipient.
It is.a genuine smile, a smile with meaning and honest friendliness
which fosters good human relations. The employment manager
of a large New York department: store once said that he would
rather hire a salesgirl who had not finished gradé school, if she
had a lovely smile, than to hire a doector of philosophy with a
grouchy face. Why ? Because the store’s main concern is pleasing
its customers, and a sincere smile is the sign of a pleasing person. -

And a smile has its effect on the giver as well. It makes you
want to do things for people. A, man wearing a pleasant Smile is
more likely to say yes fo a reasomable request for service than
the man with a turned-down’ mouth,

At one time or another we have all encountered people who
lboked as if they were incapable lof saying yes fo the simplest
request. There seems 1o be a certain hreed of government official
whose favorite pre-occupation is saying «no ». For some unhappy
reason this type feels that he is not properly exercising. his -
authority if he does not say «no». . .

1 had the unpleasant experiencé recently of observing a dis<
heartening example of this kind of bureaucrat in action. While
awaiting my turn for service, I overhezfrd the visitor before me
pleading with the official. He was persistent; he continued his

‘plea and his reasomng, which“seemed not illogical to me, for about

an hour, This in itself was no mean accomplishment since the
official’ had not invited him to be seated. The official seemingly
had made up:his mind, for what reason he was not disposed to"
reveal, that he would not grant the request in question, At length,
the ofﬁmal lost his temper telling the man to please leave him
alone, he was busy and had already wasted much time talking to

[
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him, The visitor reminded the official that his time-was valuable ,
too, that he had spent. a total of eight hours trying to solve /his
problem, and that it was the official’s own faulf that the time
was wasted' since he was asking only that which was entitled to
him, The visitor then asked to see the Director, whereupon the
official told him that he was unnecessarily complicating the matter.
The visitor insisted, and finally saw the Direetor who granted his
request in less than two minutes.

The ‘effect of this treatment at the hands of a young official
naturally created strong resentments in the visitor and in all who
overheard the proceedings. Even if the visitor had ‘beefi wrong,
sympathy would probably have been with him because he was
treated rudely. Certainly, he will tell others of his maltreatment.
If 'this type of treatment becomes general, soon the officer and
the government will suffer’ considerable loss of respect.

In a democratic society, the press, civic associations and private
citizens- soon take such cases to the attention of their, elected
representatives or, if real injury to the persorr resulis, to the
courts. The bureaucrat in question is censured, if not-dismissed.

But in the meantime, much ill-will is generated and confidence in

the government damaged, all of which could be avoided if the
official were to realize his responsibility* to serve and to.do it
cheerfully, courteously and éfficiently.

Then there is the civil sérvant, you all know the type, who
is afraid to fake responsibility for anything, so for safety’s sake
he simply does nothing. This may be one way of saving the govern-
ment’s money, but it certainly does not get the job dome. Nor
does it win favor with the people ; on the contrary, that type of -
official_is the bane of the public and does much not only to slow
down the workings of governmental machinery but to alienate
the public from the govemment as well,

Much better is the rule that unless there is a good and

‘overriding reason to say «no» you say «yes» or «I can do ».

This is the attitude that greases the machinery of government and .
cheers the hearts of the people Few people have the opportunity

that accrues to the,public servants to 1ift the morale of people

and thus to create conditions for the fuller development of htunan
personality which in turn benefits all society.

Another rule of human, or publie, relations worth mentioning
is: Do not preclude the people from questioning your decisions
or from giving criticism., On the contrary, the wise public servant
will listen to criticism, and respect it. Not that all of it will be

’ - -
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. justified. Nor am I suggesting tflat the - public servant should
automatically alter his decisions or “actions to suit his critics. The
most Jmportant factor is that he be willing to accept- cr1t1c1sm,_
indeed welcome it, and that he weigh each question and each
criticism and become the wiser for it. ‘Otherwise, how can he know
what is most important for him to know : what the public thinks
of his decisions or actions. Further, from ecriticism you may often
learn ways of improving your actions, benefitting thereby -from
the thought and experience of others. .

Yciur Front Line Public Relations

. As we have already seen, it is possiblé, as in the case of the
depatrtment head of the New York department store, to be keenly
alert fo the need for good public relations, only to be consciously
or unconsciously sabotaged by lower echelon employees who have
direct contact with the public. So it is with civil servants. =

Every government office has a front line of employees who
can do much to hinder or promote its public relations: That front
line is composed of the telephone switchboard operator, the recep-
tionist, the secretaries and the guard,

These employees meet more people every day than probably
all of the officials of any: given office put together. And the
impression they make on people mtally affects their attitude toward
you and vour office. !

How often when telephoning another office have you been
greeted by a switchboard operator or a secretary with a grunt or a
gruff « Allo!» or an indignant voice whose tone seems to admon-
ish you for having disturbed its owner ? Haven’t you on occasions
wanted to hang up or give the operator or secretary a lecture on .
telephone courtesy ?

Experience has shown that a cheerful formula such as « Good
Morning, This is thé Ministry of Health. Can I help you ? » pleases
the caller and helps putf him in a good frame of mind to talk Wlth
whomever he is calling. In some cases, such a greeting can even
disarm the dlsgruntle& person who is calling to complain. In-any
case, it is Bound to fnake a”godd nnpressmn on your public and
make your job as a public servant easier. And it certainly makes
it easier for the caller fo know the name of the office at the other
end of the line, to be assured he has the correct number — this
is already a service.

The same is true of your ofﬁee receptmmst. A ¢old stare or
an indignant greeting is enough to turn away many a visitor. It

. ¥
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can create a dlssat1sﬁed citizen tbefore you have even had an
opportunity to talk with him to find out wkiat he wanis or ‘what -
his problem is. Again the sunple formula, <« Good morning, may.

I help you ?» in a tone of voice that' bespeaks the. w111 {0 ‘serve -
will warm your v151t0r and put him in a more pleasant mood for
your interview. - ) <

To a lesser extent the buﬂdlng guard affects your public
relations in ‘the same way. Though normally he has less contact
with the publie, it is important that when he does he Be cour-
teous and helpful. Since'there’is seldom any-real necessﬂ:y for firm "~
action of use of force on his part, he can be most helpful to your
office’ ~by simply bemg courteous arfd helpful to people who come

.~ to your office. - . [N

But the advdnee guard pubhc relations «of‘the entire govern—
ment is the police. While their control is befond. tlie sphere of

* 7 authority of other government departments, as it should be, the

manner in which the police conduct themselves personally and
their business in general-greatly affects the attitude of the people
toward all government departments. If thé pohce are’ courteous

-and helpful in the performance.of their duties, they will soon be

regarded as friend of.the people and w’]ll do much,to bridge the

" gap between government and the people\ I tﬁey are rough and

arbltrary, discourteous and bullying, they evoke anger and fear
of government. Once again, police officers .are public' servants. .
Their duty is to maintain order and in doing so they need o be -
possessed with a profound understandmg of people and respect

for their integrity. Nothing can do.xhore to create confidence among

the people in their government than an honest, efficient and eour-

teous police force. . .t
' L4

i

The Importance of Correspondence .

Many, of the people whom 'you <meét »;you'never. see nor

‘have occasion to talk with persenally;.all your relations with

them are conducted by correspondence. Consequently, the way -
you handle that correspondence is ‘extremely important.

Let us return ‘to the pubhc office to which I referred earlier
where an average of 500 letters a day were received: You reca]l .
the ‘rule of that office : whenever possible do what the writer of ‘.
the letter asks ; send him’a‘reply as promptly as possible ; write.
the letier in such a way that he will know we are here to serve
him. Why is this.so imiportant to this official ? Because for, himsno.
one in the world is more important than the people he serves.

~ . x v
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A prompt reply is prima facie evidence to the sender of the
* fletter that his request was important to 'you, a fact that will
please him. A prompt favorable or affirmative reply of course
will please him even more. Byt if a prompt decision or action is
impossible, a brief personal lefter telling hm that you are giving
« his request _consideration and ‘a definite response will be coming
soon will be appreciated. Tf the answer is «no», again write
promptly and explain why it is impossible to .do Wha:t he asks.

~

How to Get People to Cooperate Willingly'

IS

Many of you are concerned with the implementation of govern-
ment programs wl;uch require the participation of someé segment
of the public for their success. This is true for most government
programs whether it’ be agricultural extension, traffic safety,
education, industrial development or sanitation improvement, In
the implementation of these programs, -therefore, publlc relations
must play a vital role, .

When' you stop to think about it, there is only one Way to
obtain public cooperation or, for that matter, to get anyone to do
anything, Just one way. And _that is by making them want to do
it. s .

Of course, you can make a man want to give yow his watch
by sticking 'a revolver in‘his ribs. You can make an employee
give you cooperation — until your back is turned — by threatening
to dismiss him. You ean make a‘child do what you want by a
whip or a thréat. And so you can threaten the people -with arrest
and unprlsomnerft if they do not do what you want them to do.
But these crude methods have sharply undesirable” repercussions.

In Réd China, and we are told also in North Viét-Nam, pro-
grams of road and railroad bulldmg are underway. Because the .
regimes for some reasor” do not wish to rely upon voluntary
-participation of the people even as employed laborers, they resort
to forced labor. They may get the roads and railroads built, killing
thousands 'of people in the process, but they will embitter the
people and be forced to employ eversincreasing measures of force
and terror to keep the population from overthrowing the regime.

Most of you recall. the reaction of the Vietnamese people to
the alcohol taxes and ‘forced buying imposed in not too remote
days here. As far as I can learn, that program imposed upon the
pedple by force created nothing but ill-will for those respon51ble
for it.

A7
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Ina democracy, there is Ho other way’ than to make the peqple
want to do it. How do*you do that? ~

Tn the first ‘place, of course] your program must meet the
need or desire of the people. ’ -

* Personally T am very,fond of strawberries” and cream ; but I
find that for some strange reason fish prefer worms. So when I
go fishing, I don’t think about what I want, I think about what
the fish want. I don’t bait the hook with strawberries and cream,
but I dangle a worm or a grasshopper in front of the fish.

A. famous scholar and his son ozie day tried to gef a reluctant
calf into the barn. But they made the common mistake of thmklng
only of what they wanted. So they resorted to force; the scholar
pushed and his son pulled. But the calf thought o'nly of what he,
wanted ; so he siiffened his legs and stubboruly: refused to leaye
the pasture. The Irish housemaid saw their predicament. She -
couldn’t write essays and.books, but, on this occasion at least,

j she acted more intelligently than the scholar. She thought of
what the calf wanted and she put her maternal finger in the calf’s.
mouth and let the calf suck her finger as she gently led him 1nt0
the barn. C .

When working with people, too, the problem 1s to get their
enthusiastic and willing cooperation. Just as it was easy to lead"
the reluctant ealf to the barn once the obvious and simple technique
was applied, it is easy to obtain the cooperation of people when
you use the human approach. If you talk to them in-terms of their
oW1 Welfare and show them how they will be benefiited by giving
their cooperation, they will give it willingly and be’ pleased that
you have asked for their participation. Once you have- achieved
this, your prcblems are over, for the people will consider your
program to be their program, and so long as it is. their own, you
will have all the cocperatlon you can use. Conwncmg them that
it is their program Jg the hardest part. .

When approachmg the people for their cooperatlon, begin in a
friendly manner.

John D.Rockefeller, Jr., provides us w11:h an excellent example

of how this is done.-Back in 1915, Rockefeller was confronted with

. a strike in the Colorado Fuel and Iron Company which he

. -controlled. This strike for higher wages was one of the most bitter

in the history of American labor. After weeks of meeting the people

and studying the situation on the spot, Rockefeller addressed the
representatives of the strikers.

« This is"a red-letter day in my life », he began « It is the first
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time I have ever had the good fortune to meet the representatwes /
of the employees of this, great company, its ofﬁcers and super-
intendents together; and I 'can assure you that I"am. proud to be

. here, and that I shall remember this gathering, as- long as I live,

Had this meeting been’held two weeks ago, I should have stood.

* here a stranger to most of you, recogmzmg a few faces Having

had the gpportunity last Wweek of visiting' all the camps.in the '
southern coal fields and of talking 1nd1v1&ua11y\_¥W1th practically all
the representatives, except those who were away ; having visited
in your homes, met many of your wives and children, we meet
here. not as' strangers, but as friends, and it is in that spirit of
mutual friendship that I am glad to have this opportunity to discuss

w1th you our common- 1nterests J ~

. « Since this is a meeting of the-officers of the company anil thé
representatives of theemployees, it is only by !your courtesy that
I am here, for I am not so fortunate\ as' to be elther one or theé
other ; and yet I feel that I am mtnnately with. you men, for, in a
sense, I represent both the stockholders and the directors. »

This spéech produced astonishing results: It calmed the tems
pestuous waves of hate that threatened to engulf the. disputing
parties. It won him a host of admirers, And it presented the ‘facts

in such a manner as to permit a satisfactory solution to the mlners

after which they went back to'work willingly. ,

. * Suppose Rockefeller had taken a different approach ? Suppose
he ‘had argued with the miner$ and hurled devastating facts in
their faces. Suppose he had told them by his tones and 1ns1nuat10ns '

- that they were wrong and had - tried by all: powers’ of logic to

convinte them they wére wrong ?, The results would have been
the opposite. He would have’ stirred more anger and hatred and
the strike would have continued further from setﬂement than when '
he had begun. ' - ¥
Notice that Rockefeller first v:tsxted the pe-ople persona]ly to
find out what their point of view ‘was. "This is important to you In.
the mplementatmn of your programs. Try honestly to see things
from the peoplels point of view. Be sympathetic with their ideas

_-and their desires. ¥You will have a much better program and much

more sucgess in gaining their cooperation: m its implementation if
you do. . .

Again, perml’g e to--cite Abra.ha.m Lincoln in this respect.
Here are his words: «It is an old gnd true maxim that o dfrop
of honey catches more flies than a gallon of gell. So with men,
if you.would win-a man 1o your cause, first convince him that you _
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are his sincere” friend. Therein’is a drop of hOney that catches

his heart; which, say what you Wﬂl is the great hlgh road to
his reason 9, - | o

A friendly approach will evoke a sympathetlc 2 yes» response

| This 15 espec1a11y frue if you emphasize -the 1dent1ty of your ends
and purposés. Get the ‘people whose cooperation Jjou want saying
<yes» at the outset and, if* possible, keep them from saying « no ».

«A «no > response>, says Professor Overstreet in his book,
Inﬂuencmg Human Behavjor, «is a most difficult handicap- to
~ overcome., When a person has said ¢ no » all his pride of person-
ality demands that-he remain consistent with himself. e may
later feel that the <no » was ill-advised ; nevertheless, there is his
precmus pride to consider ! Once” having sa1d a thing, he must stiek -
to it. Hence. it is of the very gréatest importance that we start a
'persen in the affirmative dlrectlon >, . L,
In this we can take a lesson drom Socrates, Socrates-was a
brilliant man in splte of the fact that he Went barefooted 'and
married a girl wof nineteen when he was baldheaded and forty-
He did something that only a handful of men in all hisfory have
been able to do: He sharpl;y,r changed the whole course of human”
thought. I v

IJ

What was hig’ method ? His techmque TIOW, called the Socratlc
method », Was based.; aupon gettmg a’«yes, yes o response He asked
questlons with which the person with Whom he- was. speaking
Would have to agree.'He kept on asking questions until that person .
had embraced his conclusion willingly: when the direct approach

_ would have provoked strong opposition. , ¢ * '

* This is an especially useful approach. When your program steps

* on time-worn traditions or préjudices of people. All the argument:

in the world cannot convince them to change, but will only provoke
their -distrust and refusal of cooperation: . ‘

Another usefu] technique in seeking gooperation is to remein-
.ber that most people, even the self-proclaimed realists, aré ide—
- alists at heart ; they like-to do things which have noble purpose.
Make-certain that your program is founded on- su:ch a purpose. Y¥ou
will find that this,will enhance its acceptability to the people and
assure their willingness to join your cause. '

To-awaken the people to the true value ofyour program you
will often find that the best way is to 'dramatizesit. Very often this. .
is the only way to place- your program {n true perspective before ot
the people. :

[ ) ' " K )
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The Philadelphia Ewvening Bulletin, one of America’s out-
standing metropolitan newspapers, had the following experience
which illustrates this well. A few years ago the paper was being
slandered by a dangerous whispering campaign. A malicious rumor
was being circulated among advertisers that the newspaper carried
too much advertising and too little news and was therefore no
longer attractlve to readers. Immediate action was necessary.

The Bulletin clipped from its regular edition all reading matter
of a11 kinds on one average day, classfiied it, and published it as a
hook, The book was called One Day. Tt contamed 307 pages — as
many as a two-dollar book in those days’; yet the Bulletin had
printed all this news and feature material on one day and sold it
for two cents. The printing of that book dramatized the fact that
the Bulletzfq. carried an enormous amount of interesting reading
matter. It conveyed the facts more vividly, more interestingly and
more convincingly than days of figurés and more talk could have
done. - . \

Finally, when seeking the cooperatlon of the pubhc don’t
overlock the p0551b111ty that by stimulating competition, by
throwing down a challenge to the people, you can often convince

‘them to glve their best to your program and you can therefore

accomplish Your goal quicker and-with less effort on your part.

By compet:.tlon I do not mean 4 sordid, money-getting phenomenon,

but rather the desire of men of spirit to excel. A challenge, the

spirit of competition *which excites men’s desire to excel, can

provide the momentum for the carrymg out d¢f many a good

program. - ’ . . -
)

Keep the Public Informed

" In a democratic system there is probably no’ better way of
pleasmg the public than by keeping it infermed of what you are
domg in your agency or department. Purely apart from their right
as the sovereign power ‘to know what these to whom they have
delegated powers of gpvernment are doing with those powers, the
people must be informed if government is to be successful. For an
informed publie is the. best assurance of popular acceptance of, sup-
port for, and coo_peratlon in your programs. Without these you and
the entire government would be crippled. ,

The rnistake is too often made of considering the public as
gullible and naive, capable of being spoon-fed with selected in-
formation, half-truths or falsehoods. This is simply not possxble
for long. History has proven that you can fool all of the people

5
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some of the time, and perhaps some of the people all of the time;
but you cannot fool all of the people all of the time. .

Good demoeratic government is possible only when the people
and the government are working closely together with mutual
confidence. To have that confidence the public must know and
understand what their government is up to. It therefore behooves
public servants o keep a steady flow of information to the people
through the press and radio, to enlist the support and copperation

of civie associations who can asmst you in educating the public on’

programs you wish to implement.

More press conferences such as those held by the Secretary
of State for National Eeonomy this week will certainly be wel-
comed by the press and by the people. More and closer personal
contacts with the gentlemen of the-press dnd with private civie
leaders can but have far-reaching beneficial results for every

. government office. Government offices in many countries find it

most worthwhile to include among the staff personnel of the top
executive a public relations officer who is econtinually looking for
ways irr which to gain publie-support and cooperation.
Experience has shown*that only personnel directly responsible
to the top executive of an agency or department can have the
necessary personal understanding of that executive’s personality

and wishes and knowledge of the agency’s or department’s program.

for the kind of public relations’ which will effectively serve the
ends of that program. Public relations, to be effective must be as
personal as possible. It is not something which lends itself to oentra1
agency massaproductlon and dlstrlbutlon

I have mentioned many techniques of good public relations
' durmg the course'of these remarks But the central factor without
which all the tec:h.mques are useless is this: The public sérvant
must know, and act upon the knowledge, that the pegple are ‘of
central importance' and that his duty is to rend/er them service,
Good service is good public relations, and wvice-versa. Good service

, 1s.the key to your success in government. .

B
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Before underfaking this discussion of budget administration, I
would like to list five propositions for ‘you to keep in mind. These
propositions, or principles, are applicable to all phases of financial
administration. In fact, they apply {0 any phase. o0f administration —
public or private.

‘
The five propositions are :

1. Staff functions, such as budgeting, exist not as ®ends unto
- themselves, but rather as aids {o management in producing
better operating results throughout the government.
2. Authority to make decisions and to take action should be
vested with those responsible for program accomplishment.
3. Decision-making on operating problems should be done at
the lowest possﬂole level of administration.

Operating controls should be direct, simple and intelligent.

. Personnel should be kept informed as to objectives and
) purposes and should be given the opportumty to participate
in'program development, .

en s

|
Think about these five propositions while I discuss some of the

principal features of modern budget administration. Consider the
extent to which these concepts exist in your budget administration.
Try to evaluate their merits — if any — and see if you can come to
any conclusions as to whether or not it would be wise fo mcorporate
any that are not a part of your system: If you disagree, do not hesitate
so to say Remember the whole purpose of these lectures is to discuss
and exchange ideas that might help to improve governmental
operatlons . . ‘

> The discussion of budget administration can be divided into five :
major categories :
1. the budget document,
.2. the budget calendar,
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3. budget preparation,
4. budget review, and
0. budget execution,

The Budget Document

Modern developments in the field of budget administration point
to a budget document that is (a) comprehensive, (b) simplifieds and
(c) readable.

*  To be comprehensive, the budget document must be complete.
It must contain a budget message which spells out the entire fiscal
plan of the government for the budgeted period. It must show all
the facts — even those which are unpleasant from a fiscal or pohtmal
standpoint.

In these days of conflicting international viewpoints, defense
activities generally take the largest share of national ‘budgets. Even
S0, it"is poor budgeting to develop defense and non-defense needs
separately because to do so destroys the-overall balance. The budget
document should cover all revenues regardless of the sources and
expenditures for every purpose from all funds. In short, it must
reveal the entire financial operations and proposed work program
of the government for the present and projected future. If it does
less than this, it is fatally defective. .

A budget document might do all the foregoing in a very complex
and intricate fashion. In fact, it is not uncommon to'find some budgets «
which do tell all the facts but which do so in such deliberate confusion,
that even the financial experts have difficulty understanding them.
Modern standards require the document to be presented in simplified
style. Thus, a document which proposes lump-sum appropriations for .
definite and described work projects and programs is much more
meaningful than one which lists every personnel position and all
the objects of expenditure without revealing the JPpurposes for which. |
it will be spent.

For example, it is mouch easfer-to understand a budget which
proposes to.spend X number of piasters for Y number of vaceinations
for malaria, smallpox, etc..., than one which simply states that it
will employ so many doctors and nurses and will buy needles, ~
sterilizers, ete...

_ Again, the document must be readable if it is to-meet modern
standards. Few citizens can afford the time to go through hundreds
- or thousands of pages of figures and complicated descriptions in-order
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to find out what the budget document says Therefore, many juris-
dictions issue a « Budget in Brief 3, which is a short, easy—to-read
summary of the detail in the main budiet document.

The Budget Caléndar

Althouéh some phases of budgeted programs — such as capital
outlay projects — will take more than a single year to effectuate,
the,year is the usual budget period. The important thing about the
budget calendar is that the process should be started early enough
so that the budget may_be authorized, and in operatlon by the
begmmng of the fiscal period.

As governmenfs assume more and more activities and their
operations become more complex, the time required for a satisfactory
completion of the budget cycle seems to grow ever longer. In a real
sense, it can be said that the budget process is a permanently contin-
uing one. .

It is not unusual to find a particular jurisdiction working on
three separate yearly budgets Thus, the central budget agency
* might be closing the books on’the ﬁscal year that just ended ; it
would be in the process of executing the then current budget ; and
finally, it undoubtedly would be undertaking the preparation of
the next year’s budget. ’

Even more complicated is the problem of the operating agency.
It has or should haye begun the planning of the work programs that
will underlie the budget requests well ahead of the time the central
,budget agency sends out its call for the submission, of the reguests.
""This might be 18 months before the budgeted'year begms Normally,
the central budget agency begins'its collection of agency requests
about a year in advanee, and the finished budget document is
submitted to the legislative body about 3to 6 months ahead of the
start of the budget year.

+

Budget Preparation

The work of preparin'g the budget falls easily into two main
Sllbd].VlSlOI]S these are (a) budget policy and (b)" agency prepara-
tions.

;' Budgetpolicy isthe exclusive prerogative of the Chief Executive.
It is up to him to define the goals and objectives toward which he
wants to direct the government. In ‘arriving at these, he must, of
coutse, give some consideration to the general economic, as well as
the over-all international and domestic, situations. The economic

——
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conditions certainly will affect the revenue side of the budget.
Similarly, it is his responsibility to establish and list the order of
priority for the means of achieving these goals and objectives. This
is specially true®in situations, like that in Vietnam, where.the
prospective expenditure needs are greater than theindicated revenue
yields. =

The foregomg remarks should not be construed to mean that it
is always necessary — or even desirable — to have a «balanced
budget » ; that-is, in terms of income and outgo. As you well know,

) there are tunes in the affajrs of nations when it is not only desirable,

but necessary, to stimulate the economy by spending more than the
revenues. The important thing is that these expenditures be wisely -
drrected\ This is why it is necessary that full control of the budget
policy be vested in one person — the Chief Executive.

While the executive budget policy is the theme which provides
the basis for a unified program, the key to the jeb is the preparation
done by the several agencies. If the original requests are properly
prepared, the chances are the resulting budget will be good. On the
other hand, if the initial job is poorly done, no amount of effort by |
the central budget agency can completely overcome its defects.

The work of budget preparation by the several agencies can be
described in five parts (1). responsibility of agency head, (2) con-
formance to executive policy, (3) clear statement of agency goals
and estimate of cosis, @ prlorlty of needs, and (5) no padding
of requests.

These several points are largely self-explanatory. Nevertheless
it might be helpful to underscore them with a few notes. First of all,’
it is essential that the head of the agency understands what is in
the budget request. His signature on this requést is, or sHould be,
evidence that the; submission represents his best judgment as to
what his agency needs to comply with the policies enunciated by the:
Chief Executive in his budget pohcy message. Although the agency
head may delegate to the agency budget officer the authority for
gettmg this job done, he cannot divest himself of the responsibility
for seeing that it is done correctly.

. Second, the wise agency head will build his réquest by calling
in all his supervisory personnel and making known to them the
agency’s goals and objgctives, which are fashioned to conform to
the over-all budget policy, and then-directing each to spell out what
he thinks he needs, in order to do his share of the assignment. In
other words, the job of building the budget request is started at the -
lowest operating level, where the work of carrying out the agency

4
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responsibilities is handled. Most important is the fact that all the
key personnel in the agency have a part in its development and
therefore will tend to be more interested and intelligent in its
execution. ) ‘ R
Priorities can and probably should vary from year to year as the
.conditions at which the activities and programs are aimed also
fluctuate, The annual budget preparation, is the opportunity for the
. agency — as well as the Budget Bureau — to review the need for
" continuation of existing progrdms as well as the justification for
establishing new ones. _ .
" By listing priorities, the agency is able to guide the central
budget agency to which activiti¢s to cut, if such becomes necessary.
Finally, all requests should be for the amowhts the agency
honestly thinks it needs. Padding of requests in an‘ticipatiqn of
cuts by the central budget agency is inexcusable. It ig far better to |
ask for what one needs, present a strong'case supportm g thisrequest,, -
and insist upon a fair hearing if cuts are necessary.

-

Budget Review

|

., In a society that has been fully developed along democratic
- lines, there are four clearly divided levels of review in the process
of budget administration. These are : (a) within the agency, (b) at
‘the budget bureau, (c) by the legislative body, and (d) by the public.,

(a) Within the Agency. ’

To be most effective, the process'of review within the agency
should bé carried on at the same time that the work of preparation
is under way. In other words, the lowest operating units prepare their

+ statemenis of what they need and submit them to the next highest
level of supervision for incorporation into the request of the larger
unit. At that point, in the process of pulling together several requests,
the supervisor,say, for example, the head of a bureaw, should review
to see if they conform to the policy guidance. .

. This process is repeated up through the several levels until it
reaches the head of the agency. If it has been done correctly and .
if the review at each level was honestly carried out in the light of
the executive budget policy as well as that of the agency, the result
should be a request that completely expresses the views of the
agency head.

(B At the Budget Bureau. \

The major job of the central -budget agency is to review the
several requests of the agencies and ascertain as to whether they (1),

~
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are in conformance with the executive budget policy, (2) can be
financed by the gevenues anticipated in the coming budget penod
and (3 are actually achieving theil pfrojected goals.

. To do these jobs, the central budget agency needs a staff that
is (1) large enough to handle the volume of work ; (2) well informed
about the programs, organizations, and procedures of the agencies ;
and (3) trained to'do the job of applying the p011c1es of the Chief
Executlve

' It is difficult — if not impossible — to say precisely how large
a central budget agency should be. This is something that develops
pragmatically over a period of time, Parenthetically, let me note
that it is my personal opinion that your present budget bureau is
grossly understaffed, It should be substantially increased in size and,
given a considerably different orientation.

Most important of the requiremenis pertaining to the central
“budget staff is that it be composed of personnel who really know
and have a sympatheticunderstanding of the problems faced by the
agencies. Modern thinking is that each budget examiner, should be
assigned a particular group of agencies or programs and should
" become well informed' as to their problems. It should be the job
of the examiner to iry io help the agency fulfill its responsibilities.
In a sense, he should be the advocate of the ageney.

It is also his duty as the representative of the Chief Executive
to criticize failures and to recommend the curtailment or elimin-
ation of programs or activities which are no longer important or
necessary.

The ﬁnal phase of executive budget review is, of course, that
done by the President. If the initial job of preparing the budget,
and the first steps of the review process have been carrled out’
properly, the review by the President usually is perfunctory
Occasionally, however, some basic pohcy problems arise, and these
are finally disposed of by the President in the last phase of review.

(c) Review by the Legislative Body. ~

In governmental structures where the législative body has
been established and is functioning, one of its most important tasks
is the review and enactment or authorization of the budget. It is
through this process that democratic countries exercise a control
over executive policies. By granting or withholding funds in the
from of appropriations, the legislative body can approve or disap-
prove of programs and policies and influence the direction of the ’
goverriment.
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Because- of the complexities of modern-day governmental ac-
tivities, this is an area that needs improvement in many countries.
Too frequently, legislative commitiees get lost in the .details of
personnel and materials rather than limiting their review to broad
policies and programs, This is one of the major reasons for a good
job of budget preparation — spelled out in terms of programs. Let
us hope that the Vietnamese legislative body ‘avoids these pitfalls
and develops a truly effective system of budget review.

*(d) Review by the Public.

Although not organically a part of the budget admlmstratmn
process as such, in countries where the press and other communica-

tions media are free from authoritarian control, the citizenry are

able to exercise the ultimate review of the budget. To the extent
that the people like or dislike the programs and policies expressed
in the budgef, their votes may he influenced in subsequent elections.
This, of course, is democracy working in its simplest from, for it
gives.the citizens a chance to, exercise a voice in the country’s
affairs.

-

Budget Execution '

Once the budget has been approved — either by action of the
Chief Executive, usually with a council, or by the legislative body
— the process of execution thereof begms In many countries,
including Vietnam, it would seem that this process is somewhat like
an obstacle course. There are so many different kinds of pre-andit
or authorization of expenditures that it is truly a miracle as to how
the operating agencies ever get anything aceomplished.

. Modern thinking on budget execution iridicates that the process
should be as simple as possible in order to expedite the business
of the government. This can be done without losing control and
without opening the door to dishonesty. The three most important
elements of a modern system of budget execution are (a) the
allotment system, (b) agency respons1b111ty, and (c) central account-
ing and reporting, }

(a) The Allotment System !

Although many government officials seem to think they have
a license, and a duty, to spend all the money, an appropriation of
funds is really only an authorization to spend as much as is actually
needed.r The main instrument in the modern way of expenditure
control is the allotmment system. This serves to (1) prevent over-
spending and (2) insure thdt the funds are spent for the purposes
intended.

] L]
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As sdon as the appropriation has been authorized, the central ]
budget agency sends out allotment forms. On these, the agencies
then indicate the rate at which they expectto spend the funds and
the broad purposes of such expenditures. Allotments usually are
for quarterly periods, although some jurisdictions require themni to
be monthly. The allotment schedule must show that the funds are
apportioned over the entire year, in order to prevent exhaustion
“'therecof before the end of the year. «

In addition to the time aspect, the allotmen{ schedule usually
indicates the purposes or objects of expenditure. When the.schedules
are returned to the central budget agency, it analyzes them to see
that funds are apportioned over the whole year and that the purpeses
or objects are in line with the pra‘grams spelled out in the budget
statement. This latter review is necessary to make sure that the funds
are actually spent for the purposes-intended.

If the schedule is found to be in order, or "when corrected, it
is appreved. Usually, the original is sent to the central accounting

. -0ffice and a cppy is sent to the agency. Thls becomes the agency’s

authorlty to pend

{b) Agency Responsibility. )

Once the allotment schedules have been approved, it becomes
the responsibility of the agency to carry out its program. In modern
budget adminisiration, the operating agency has completé authority

to spend, so long as it stays within its allotment of funds, and-carries
out its autho,nzed programes. Ve ’

Today, it is “becoming increasingly recognlzed that an elab-
orate system of pre-audit and administrative authorization by a
number of control agencies such as you have here in Vletnam sim-
ply slows down the processes and, in the long run, fails to effectlvely
control expenditures. More importantly, it shifts authority from
the operating agencies, which are responmble to staff officers who
are sometimes more concerned with form than with substance.

It is the view of modern students of budgét administration that
the operating agency should be allowed to make operating decisions"
and then be held responsible for its activities. ' -

. '(©) Central Accounting and Reporting. y

The way in which the operating agencies are held responsible
is through the device of a central accounting system, As indicated
previously, the original of the allotment schedule is sent to the
central accounting office. It then establishes accounts for each
agency and each appropriation,
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When the agency wishes to spend funds — say for a payroll
or to‘buy supplies —- it initiates a spending document which must
clear fhrough the central accounting office to make sure'that funds -
are available and that the purposes or’object of expenditure. are
as approved. -

The central accounting- agency’s « pre-audit » does not concern
itself with the wisdom or lack thereof of the expendlture That.is
the responsibility of,;the agency. If the agency’s account shows it
has money for the purpose of the proposed expenditure, the account-
ing unit passes the document for payment. If however, it beheves
there is something wrong, it does not substitiite its judgment for
that of the agency. Instead, it sends the document either back to
the agency for an explanation or to the central budget agencyx.for
review and investigation. ’

The central accounting unit does not try to run the government.
Tt simply develops factual data and reports such to the responsible
management authorities. It does this periodically, so that the latter
can have current facts upon which to' base its decisions.
1

Such, in rather cursory fashion, is"the modern concept of budget
administration. It Places responsibility upon the Chief Executive
to develop the over-all goals and policies, The budget has become
a positive instrument of executive management and control rather
than simply a negative device for 11m1tmg expenditures. As such,
it serves to assist the operating agencies which' are given atithdrity
commensurate with’ responsibility and then held accountable for
proper-use of funds and achievement of results.

You will recall the five propositions which I listed at the
beginning. I believe the discussion illustrated these coneepts in a
number of instances. Let me ask you now, does your present system
operate in this manner ? If not, do.you think there are any features
of the system which T have outlined that you would like to see
incorporated into your system ? ? What are the weaknesses — if
any — in your present budget system ? How would you go about
correcting them 7 . -
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IX TI-IE EXECUTIVE

. AND THE - PERSONNEL SYSTEM
by David k. Wood !
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1

Introducfign — i)eﬁniti_on- of Terms .

Let us start by ‘defining the terms tised in today’s topic, I will
impose an initial, general limjtation by saying that I propose to
discuss only civilian government executives-and government civil
service systems. Discussion of personnel administration in private
industry would be relatively pointless from the American point of
view. Thisisa field in which there hasbeen a great deal of exchange
of ideas — and technicians — between government and industry.
American Corporations which equal government agencies 1n size
parallel them in systems of personnel admlmstratmn

a. E;J:ecutwe !

The word « Executive » is often used in a very narrow sense

to descnbe a high level of authority. For today; I propose to

use it in a broad sense. It will include you and all other

'supervisory officials who determine work assignments and

recommend or approve personnel actions w1th regard to civil
/ servants :

+ L]

b. Personnel

The word « personnel » will include the cadres, contractual,
" journalier, and forfeitary salary employees of the Vietna-.
mese Government, or the permanent, indefinits, and tem-
porary employees of the United States Government, without
diserimination. I will try to use the appropriate specialized
words if I have occasion 1o refer to differences in treatment
of the various groups.

c. The Personnel System

The «personnel system » will include the hody of statutes,
directives, and policies which directly or indirectly govern .
public empldyment, and the agencies, units, and individuals
_responsible for creating and administering those statutes and .

¢
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. policies. I will try to use the words «persohnel adminis- ,
tration » when I refer only to the people engaged in imple-
menting civil service requirements and policies. Ay
The definitions I have just given you are necessarily broad
because they must serve as « common denominatorss. In
"your country, many things are included in personnel statutes
which are handled administratively by personnel officials in
the United States. In,my country, the National Civil Service ¢
has general jurisdiction only *over the equivalent of Viet-
nam’s central ministries and regional delegations, yet it #lso
covers postal employees down to the smallest village.
Having defined my terms, let me deﬁne the approach I pro-
pose to our topic. .

L4 -
]

Approach

Personnel administration deals with human beings and so can
not be reduced to an exact science. Adaptation to individual human
personalities and problems isfhe secret of real success in conducting
most phases of personnel manageément. However, htman beings
can be categorized and their behavior predicted avithin.limits ; and
a basically scientific approach is essential in planning and admmls-
tering a personnel program lnvolvmg 50,000 employees,

' For this afterncon and periodically in the future, therefore,
I ask you to think of government employees in the same impersonal
terms in which you think of the machines and supplies they use.
To take a concrete example from private industry, suppose yourself
to be a buﬂdmg contractor engaged in bu11dmg 36 basically iden-
tical houses. If you wish to make the maximum profit on this pro-
ject, you have your architect prepare a basic plan, ‘and you order
your lumber cut to the cessary sizes and delivered in the quan-
ity necessary for the 36 houses. You also decide how many work- -
men you need with each of a number of skills, and for how long a -
time. You might prefer to have carpentry work going on at ail
36 houses at the same time ; but if there are not enough skilled
carpenters available you rotate them from house to house, break
down their work so that less-skilled employees can do as much of
it as possible, and/or start training additional carpenters.

Few government agencies have programs as snnple and as con-
crete as this building contracter’s; but the ‘same principles
. apply. From the scientific point of view, the primary function of,
the government personnel system consists of defining.the jobs to
be done, finding'the best-gualified available people to fill those jobs,

-
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and prowd/n‘g pay and working conditions which will give each
employee -an incentive to work hard, perform to the best of his
ability, and-seek to improve himself. '

You, as an executive, must take an active 1nterest in this

function because it is your respongibility to get the job done w:th i

the employees provided by the perSonnel system. { "

It is harder for you to consider jobs and employees imperson-
ally, because you.are dealing every day with specific operating
problems, and with employees as individual friends or acquaint-
ances. It will help you to retain the impe¥sonal approach if you
continuously visualiZe positions as concrete entities, in accordance
with the following customary deﬁmtmn -

« A position is a collection of duties and resppn51b1]1t1es,
assigned or delegated by competent authority, designed fo be
performed by a single iriqzlividual and to require his full aiten-.
tion during his tour of duty. A position may be permanént or
temporary, full Aime or part-time, and may be vacant or

" occupied ».
. ) ’ ! ‘

Assumptions O ) - .

Vietnam i§ currently in the process of'developing its own
National Civil Service. In that connection, certain broad.policy deci-
sions will be made over the course of -time which will affect the
relationship of the Executive {o the Personnel System in each of the
specialized phases of personnel administration I intend to discuss.

* It has bgen necessary for me to try to «foretell the future »
-and arbitrarily chipose one of the alternatives in each case, to-simplify
this discussion. My chojce in each case represents my own personal
recommendation,'and is{based on thelikehood of Vietnam's following
world-wide trends ; but I ask you to bear in mind that there may be
many special features of Vietnam’s situation, unknown to me, which
will justify choice of other alternatives. -

a. I assume that Vietnam wishes {o develop its National Civil
Ser¥ice by thodification and adaptation of its inherited (both
traditional and colonial) administrative systems, rather than
by establishing a complete revision of personnel policy.
Vietnarm needs its experienced civil servants.: and I feel con-
fident that its cadres will not adopt the rigid opposition to
any and all changes which might bl:uld up an overwhelming
pressure for a new start. s

b. I assume that Vietnam wants a positive rather than a nega-
tive personnel system. )
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w4 -Until- about 1914, many of the World’s civil service systems
were negative — i.e,, their main- function was to prevent
gl unjustlﬁed political h1r1ng, advaricement and firing 'of govern-
ment employees. Since that time, the fvorld-wide trend has
been toward positive personnel programs. Public personnel
./x"1 systems. emphasize, more .and mare, theit function as staff
, o ¢ assistants to program directors -in. recru1tmg -and' training
skﬂled employees, mamt}a_mmg high morale; and encouragnlg‘
:{:.w . and planning,careers ix government

"% v Yiefriam’s current need to expand and upgrade 1ts govern-

mental services is theysame type of need-which World War I-

.'--'--'fcrea1:ed for 'older governments, and which started the trend
o3 towalrd‘ positive personnel administration. - : ~

" Political influence i is not; or- should‘not be, the attive.threat
to the' civil service which it oride was: As Government jobs
o o 'bécome more and more specialized they. demand the appomt-
ment and retention of skilled civil servants. The 5cp0]1t101a1_1 »
is becoming more aware that when he arranges’a government
]ob for one of ten friends he « creates one mgrate arid nine

-

"enemies». -. L “
P

v -

' The Cabinet system in each Mlnlstry assures V1etnam -of the

_ "opportunity to make political appointments where they are
i £ ‘- needed and." warranted, - and obviates some- of the pohtlcal
pressures on the cwﬂ service whxch Ihay' .oceur in other coun-

_’ trles such as‘the Umted States ST N
. G I assume that under present conditions at least Vietnam -
-.. -. wants to make specialists rdther than generahsts of its civil
.servants. In the United Staets, our Federal and, State‘C1v11,
. aServices. exemphf‘y the specialist theory Qur-Army, Navy -
and Foreign Service exenlpllfy the generahst .theory, and
operate somewhat like. Vietnam’s cadre system. We have
-, proponents of each theory as- the - -«only -possible ' method, of
s personnel administration. Speclahzatmrf‘ is alleged by its

‘-»oponents 4o destroy incentive, through the creation of many .

:
-

: dead-end jobs, The opposing ecamp alleges ‘that the cadre .

. - system destroys incentive by divorcing promotion from
"wi.¢ --{ Work .assignments. Our civil service is charged with* over-
speczahzatmn and a recent report to Congress has recom-
. mended .creation-"of .one general admmlstratlve % cadre »
(sumlar to your Déc-Su) at its top. Our Foreigh Service is

charged with being ingrown, and a recent.report {o Congress .

7
’
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.. has recommended that it be required to take in more quali-

fied specialists in the middle and higher grades. - .
The fact that this argurment goes on in many couritries and
has not been definitely settled -anywhere may be an 1nd1ca— '
tion that parallel systems are warranted, each to benused in ,
its appropriate place. This may be partmularly irue in.

- 'smaller countries, where there will always be some hlghly
spemahzed occupations which do not involve enough ‘posi- .,
tions to justify the establishment of a cadre. o
Whatever Vietnam’s long-range decision on this questmn
may be, I suggest that the present shorta,ge of sk:t].led goyern- .
ment personnel requlres ‘specialization because spec1ahsts L
can be trained faster than generahsts . e L e '

d. T assume, for purposes of 4oday’s lecture that Vletnalﬁ -
* prefers a decéntralized to'a highly centrahzed government: .
personnel system, and that it will follow the world-wide:
; irend toward centralization of policy with. decentrahzatlon >
- of operations. ’ K . DL v
. I duggest, however; that some initial centralization of records
and reports is essential to the creatioh of realistic National: -
policy and 'the efféctive plannmg of decentralization. Decen- «
tralization should be preceded by standardization of proce— Lo
dures and training of technicfans, and accomipanied by the »
installation of an effective per10d1c ‘inspection system. L
‘I further suggest that during a period of critical skill short- . ' ~
ages, centralized authority may be needed: {1y ‘to decide the.
pricrities of various agencies’ competing demands for-skilled ; -
" employees; and (2) to protect the reemployment and advance*. .
ment rights of civil servants who voluntarily accept tfans-
fers 10 new or temporary positions in the interest of the:.
natlonal development program. . N '

i

Cooperation Between the Executive and the Personnel System

May- I remind you at ‘this point that ‘today’s sﬁb]ect is "« The -
Executive AND the Personnel System ». There aré occasions in a11
governmepts when both personnel otﬁmals and executives'feel hke -
* giving a longer lecture than this 6ne on « The' Executive VERSTUS -
the Personne] System ». Positive, mutual. cooperation offers:the.only
means of avoiding such occasions. ichéver general-trends the:.
Vietnamese civil service follows, and whatever- specific pohme’s are: -
.adopted, the relative success or failure?of coperating programs and
personnel administration is going to depend on such" cooperahon o

.
\ s
* 1
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. The exetutive must, and properly should, do everything possible
to obtam ‘favorable-solutions to his subordinates’ md1v1dual person-

everything to assure.that civil'servants receive uniform treatment
in accordande with their status, Each needs to be able to see the
other’s point of view to preserve the spirit of cooperation. That is
~why I emphasize the impersonal point of view in addressing a group
of executives; and why I would emphazise the ,personal point of
view in addressing a group of personnel officials.

Sel-interest requires cooperatmn The executive who manages

to obtain one unjustified exception to personnel statutes for a sibor-
dmate may find that in solving one oiﬁce problem he has created
five others. . -
» -The personniel system which fails to recognize legltunate needs
for exceptions to policy — or for general changes in policy — finds
lfseL'E ‘bypassed and discovers that executives have found Ways to
mrcumvent the splnt if not the letter, of.its regulations. '

et Cof;peratlon may be _'formal as it is when personnel officials-and

executives serve together on National or Departmental Civil Serv-
"ice Committees, when draft personnel policies are submitted to

_ operating’ ‘executives for comment or.when operating executives

submit requests for personnel actlons to personnel officials for

. approval.‘Cooperation may be informal, as it is in staff meetings

r and conversations between executives and pérsonnel -officials, and
as 1t should be when either grqup discusses the other’s operations

\W1th employees, Both types of Cooperation need to be cullivated

and extended. Cooperatlon at the informal level needs partieular
attentlon because its Hmportance is frequently overlooked.
" Vietnam’s General Civil Service Statute and Specifie: Cadre

© - Statutes encouragé cooperation by providing for mixed committees:
of exectitives and ‘personnel officials. Cooperation is facilitated from - -

the executive side by the cuétomary location 6f personnel offices

- close to the top of each agency’s hlerarchy It remains for the per-

sonnel sysTem .and the executive grotp to make the most of the oppor-
tupity thus offe{'ed y

Basm Elements"of the Perso“nnel System

. Ea

" What are the elements of a well-rounded national personnel
system\‘? Spec1ﬁc " persontiel functions are approaching standardi-
zatlop Theé grouping of such' functions in varigus personnel systems
is not. For today’s lecture L have grouped personnel functions mto
the fo]lovnngqc basic elements » of good personnel admlmstratlon

_ nel problems. "The Personnel official must, and properly should, do *

»

——
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(1) Adeqtiate, standardized, records and procedures ; (2) policy for-
" mulation and dissemination based on wide knowledge of existing
situations ; (3) advance staff planningfor new agencies or programs ;
(4) positive and objective recruitment ¢ (5) selection and assigment '
based on the principle of matching the man withthe job ; (6) training
to upgrade skills ; (7) maximum wutilization of available skills, as.
promoted by- compensatmn practices which encourage efficient work, T
good working conditions, advancement based on performance plys .
seniority, and long-range planning for career development ; and (8)
., an equitably administered separation program.

Let us discuss each of these elements a little more fully.” N
¢ (1) Records e

Personnel records fall into three categories on the basis of the
personnel system’s responsibility for matchmg men with jobs.
« ‘¢a) Position records include «tables of organization », or lists
of authorized positions by agency and unif, standard descrip-
tions of types or classes of positions, and descriptions of individ-
ual positions; (b) Employee records include the application
for employment, certificates of qualification (birth, citizenship,
education, military service), appointment papers, and reports of
subsequent performance, and changes of classification and pay ;
(c) Assignment records — those which show the matching of
employees and pdsitions — include’ a personnel roster and
penodlc strength reports. _

Good position Emd a551gnment records are essential for preparing
and administering an agency or national budget as well as for
the personnel program. Employee records ave necessary for
planning jndividual assignments. Summaries of employee
records are essential to higher echelons for planning reassign-
ments, recruitment and training, and to demonstrate the need -
for (and effects of) proposed personnel policies.

2) Pohcy

Personnel po].my is the preoduct of many interests, 1ssued by
many sources. Statutes and implementing orders issued by the
Legislative and Executive Branches of thé Government are inter-
preted,by the Judicial Branch. Decisions made by the Depart—
ment of Finance establish salary policy throughout the Goyern-
ment. Organizational arrétés include pei'son_nel provisions.
‘Each government agency estabhshes*mternal personnel policies.
. Disassociated and scattered, this multiplicity of policy issuances
can not serve as useful policy guidance to personglel technicians,

-
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much less to operating ofﬁc1als n'o(r develop into a coherent
national policy. Similan situations in other countries have led
to the development of Personnel Codes (for the lawyers), .
-Manuals (for. the technicians), and: Handhooks (for the general
information of employees). N
1A Personnel Manual facilitates the rapid training of personnel o
. specialists, provides a convement substitute for source material
which otherwise has to be sought in official journals and docu-
ment files, and becomes an ideal vehicle for announcing new or
changed policies, An Employee Handbook forestalls many mo-
rale problems which arise out of ignorance of personnel policy,
and can answer many questions Whlch will otherwise occupy

hours of executives' time. i ¥
1 .

-7 - 1

(3) Staff Planning - L -
Staff planning calls for-close cooperatlon between the executive
group and the pérsonnel system, particularly if skilled: employees !
are scarce. It involves organization and methods . analysis, posi- -
tion classification, and recruitment.planning. Here in Vietnam
the O. and M, function is ass1§ned to the civil service agency.
In other countries where it is not, it has still been. found hlghly
- desirable for O. ahd M. and Clasmﬂcatmn ‘analysts to [ work .
closely together .
Other lecturers have described the O. and M. process From the‘ ;
personnel standpoint, staff planning ifvolves : defining-and de-
scribing the various, types and numbers of positions required ;
- . determining the minimum qualifications ofi'education, experi-
ence, and special training necessary to perform- the .duties of
each type of position:; determining the appropnate ‘salary for -
o each type of position in relation to other goveinment salaries
(or the appmpnate cadre assignment level. and function
allowance) ; and "preparing draft’ arrétés to authorize new
cadres amend existing cadre statutes, or establish funectional
' salaries for md1v1dua1 types-of positions, as the case may be.

“Recruitment planmng involves determining whether- - present
government employees with: the necessary quahﬁcatmns are

: avallable for transfer or promotion to new p051t10ns preparing.
examinationsif any are to-be glven, and prepanng recru1tment
publicity. ‘ s
Advance planmng of staff is unportant It prowdes time’ for -
necessary statutory action on new-salaries or types.of positions,’ -
and for preparation and conduet of examinations or recruitinent
by other methods 1t also'makes it pos51b1e to glve spec:lal train-

t.
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ing to new personnel before the date on which equipment arrives
or 2 new organization is scheduled to start operations.
Continuous staff planning is necessary .for established agencies
in order to improve their staffs, upgrade the skills of current
employees, and justify budget requests for additional personnel.
Recruitment, selection and assignment, training, employee utili-
.. zation, and separation invelve a number of specialized techniques
of interest primarily to personnel officials, which I will not try
to déscribe today. I will comment only on things which may
be of interest to this group and cite examples from American
Federal, State and local Government which illustrate varying
approaches to personnel problems. (Incidentally, while the
séparation of powers among those levels of government in the
United States creates complications, it gives us many work-
shops in which to try new ideas: it was our city of Chicago
which provided our first example of the values of position
classification).

{4) Recruitment .

Recruitment goes on at all salary levels of governmental organ-
jzations in the United States. Once the minimum quglification
requirements and salary for a particular type of p031t10n are
determined, efforts are made to fill the positions by transfer or
promotion of gqualified employees. Remaining vacancies are
filled by recruitment from outside the Government. Recruit-
ment authority is frequently delegated to operating units, with
subsequent inspection fo asture that appoinfees possess the
mmunum qualifications-agreed upon in advance, While «per-
manent » employees (the equivalent of your cadres) are given
preference for promotion or assignment to new: positions, all
employees performing the same type of work receive the same:
salary. The incentive to qualify for permanent (or cadre) status
is preserved by giving permanent employees more leave, more
protection against separation, and retirement privileges which
are denied to temporary (non-cadre) employees. Examinations
are generally -designed to test for-the knowledge specifically
required by the duties of positions to be filled, although we also
recruit «generalists» among university graduates and at

entra:ncejz clerical levels. . .

(5) Selection and Assignment

Operating officials are ordinarily given the dpportunity of
selecting one of three candidates, from promotional lists or
examination «registers » as the case may be, for each vacant

[}
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position. Considerable attention is given to fitting new em-
ployees into the organization.’ Instruction as fo the general
program of the agency is given in formal « orientation » courses
ordinarily cofiducted by the Training Section of the Personnel
Office. That Section also advises operating officials on the tech-
niques of orienting a new employee to his specifie place in the
organization.

(6) Training ,
Central personnel agencies in United States Government agen-
cies are ordinarily charged with responsibility for -surveying
training needs and predicting future needs for employees with
particular types of training, as-well as for conducting courses
or advising operating officials as to training techniques. Such
responsibility implies, of eourse, that positions have been clas-
sified and their skill requirements analyzed. It also implies an
agency — or government — wide survey of current employees’ -
skills and the extent to which they are being utzhzed and’
perlodlc strength reports which show existing vacancies and
the employees.who are available for reassignment.

Special on-the-job training -courses are often required of °
employees. Such courses may be given by tlfe agency itself, or
at a local university under contract. Successfully cornpleted
courses of this type are counted as the equivalent of one or
more years of academic education in determining the minimum
qualifications for various types of positions.

(7) Employee Utthzatzon " '

. o
I am using the term « Employee Utilization » broadly,. today,
to cover all personnel activities affecting an employee’s govern-
ment career from the time he is appointed to the time when
he is retired or otherwise separated from government service.
Many of these activities are highly specialized and are fre-
quently performed by separate units of the persbnnel office,
They may be divided roughly into three groups: (a) Employee
Relations activities include the establishment of hours of work
and working conditions, eliminating employees “grievances,
counselling them on personnel problems which affect their
work, setting standards for and applying disciplinary penalties,
and provinding the intial point of contact between employee as:
sociations and management ; (b) Placement activities constitute
the day-by-day process of matehing men with jobs in the most
efficient manner ; (¢) Career Development z%_ctivities ‘include the

.
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Ydministration of performance ratings and resultant promotion
registers, planned rotation of employees between field and
headquarters or among specialized functions of the ageney, and
long-range playning of desirable sequences of promotional
assignments.

Current placement which embodies the principle of « equal pay
for equal work » is highly important under both the American
civil service and the cadre type of civil service, to preserve
employee morale and the incentive to work hard and assume
more difficult and responsible tasks.

Career development planning is equally important under both
systems — to eliminate dead-end jobs under the American
system and to assure that generalists do have well-rounded
experience under the cadre system ;

(8) Separation

« Separation » includes reduction in force, selection out, separa-
tion for cause, and retirement. With the exception of
« selection out », these are comparably administered in most
countries. « Selection cut » ig a device which has been adopted
in our American examples of the cadre system to assure that
members of the top grade of the cadre do not lose the incen-
tive for efficient work, and to provide rocm for promotions in
the lower grades of the cadre. In our Foreign Service, Selec-
tion Panels for each grade in the service meet annually, review
the dossiers of current empleoyees in that grade, and recom-
mend the most efficient for promotion and the least efficient
for selection out, on the basis of the number of positions allo-
cated to each level. Employees are not ordinarily selected out
until they have been recommended for such action by two
successive Selection Panels.

The Executive’s Contribution to an Effective Personnel System

The Executive has an important contribution to make to each
of the hasic elements of the personnel systein. He must organize
and describe the work of his office accurately so that the personnel
system can produce employees who are best-fitted for the work to
be done. If he familiarizes-himself with personnel policy and the
reasoning behind it, and explains that policy to his subordinates,
he can prevent the development of morale problems. He should treat
his subordinates equitably in accordance with existing personnel
policies ; and recommend (and provide justification for) changes
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when suc}i‘ policies do not fit current operating conditions. He
should call personnel officials info consultation early in the process
of staff planning so that the best available employees can be found
anl ‘processed by the time he needs them. Hig support is needed
for the recruitment and assignment_of employees on the basis of
ability father than,pdlitical or personal considerations.. He can
assure that in-service training programs are practical. His method
of selecting subordinates for work assignments will determine
whether or not those subordinates régard efficient work as the
best method of obtaining advancément. His tonscientious ratings
of the performdnce of his subordmates will agsure the promotmn
of the most efficicht employees on a cadre-wide basis. His consci-
_entious special efforts to correct subordinates’ weaknesses and
find more suitable work for apparent misfits will save many em-
ployes from separatlon .
The Personnel System’s Contribution to Effective Execution of
Government Operations -

The personnel system must establish adequate recoxds, so that
employees can be equitably treat_eé[ and rewarded for merit in spife
of the impersonality necessary, in administering a program for
90,000 employees. It must provide clear cut policies, disseminate
them widely, and consult with the executive group in the formu-
lation of new or amended policy. It must provide specialists trained
in, modern techniques of organization and methods analysis, posi-
tion, classification, examination construction, and performance
rating. It must make immediate and long-range plans for the re-
cruitment and training. of a suitably skilled body of civil servants
for Vietnam. It must-build civil service morale for both cadres and
non-cadre employees. It must develop and, administer compen-
sation practices in a manner which will assure.that the pay incen-

tive is a work incentive. It must protect employees from unjustified

separation and make. every -effort to salvage apparent misfits,
while expediting the separation of employees whose retention would
be an ‘injustice to their conscientious, hardnworkmg fellow civil
servants.

+ ¥
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Conclusion- c

» Vietnam has a head start toward the development of an effi-
cient civil service. Your country is in a good position to retain the
advantages of the cadre sysiem while taking advantage of the best
features of non-cadre civil service systems. Your civil service
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agency ‘still has a tremendous. job ahead of it in converting from
Indochinese local cadres to National Cadres ; and implementing the

\statutes you already have. I am sure the numerous additional

features of personnel administration I have mentioned have re-
minded many of you of the example of the single mme—sweePer
with one mine cited by an earlier lecturer.

It is my personal recommendation that the first mine in the
field of personnel administration should be the introduction of
position classification, with gradual application of the prineipal
of edqual pay for equal work. This proposal does not necessarily
imply the- “abblition of family and regional cost-of-living allowances.
It does mean that those allowances would be clearly distinguished
from compensation based on duties (base salary plus representation,
responsibility, or function allowances, plus prestations). The pro-
posal does imply breaking away from the: principle of « equal pay

for equal "academic education », I'greatly admire the .Vietriamese.

veneration for education, I ask you to remember, however, that in
the days of Gia Long, academic education was total. education,
which legitimately qualified the educated for any position. Knowl-
edge has increased so tremendously that it is no longer possible
for any one to be totally educated. Industrialization has created
many new. skills which command high salaries without requiring
a great amount of academic education.. Government activities
parallel industrial activities and require most of the same special-
ized skills, Many of your people have been, denied educational
opportunities through no fault of their own, and yet have risen to

the natidnal emergency and performed admirably in positions for

which greaters academic education might appear desirable. Such
people must continue to be uséd in positions of importance for
years, while the Vietnamese educational system provides them
with special training and builds up a reservoir of academically
educated personnel.

" I believe that Vietnam can infuse new energy and confidence’
into its eivil service, reduce morale problems caused by variations
in the treatment of cadre and non-cadre personnel, utilize its avail-
able skills to greater effect, and establish facilities for planning the
civil service of the future, with very few changes in it§ present.
body of civil service statutes. You have my best wishes for success
in that project. ) ‘ .
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\ X "RESPONSIBILITY AND ACCOQUNTABILITY
IN THE PUBLIC SERVICE
. " by Ralph .S‘muck!er

For the past six weeks our Michigan State University Group
» has had the honor given to us by your President to discuss some
important aspects of Adm:mstratlon with you, the leading civil
servants of the Republic of Vietnam. This has been both a challenge
and ah’ opportunity for us. It has been a challenge in the sense that
once or “twice each week one of our group stands before this
audience and presents'his ideas or viewpoint on subjects and
problems on which many of you might equally qualify to cornment.
Certainly there are few greater challenges than this attempt on-our
part to add to your present understanding and thinking on these
problems. By the very questioris you have asked and the com-
ments you ha"ve made it is clear that if we have not been able to
contribute greatly to your knowledge, at least we have succeeded in

stimulating and focusing your thoughis on these nnporta.nt aspects .

of administration.
It has been an opportunity for us because rarely is it possible
. to bring together so miny busy administrative officials for discus-
sions of this sort. As all of you know, our Michigan State University
Group is in Vietnam at the request of your government to work
with vou in the development of administrative personnel and

organization, We sincerely hope that this series of lectures, which -

for many of you is the first introduction to members of our staff,
will be only the beginning in a very worthwhile association among
us. We all look forward to working with you in your various
departments and offices toward the accomplishment of the goals we
share, namely, the furtherance of public administration in Vietnam.

Like many ‘other speakers who have found themselves-at 'the
end of a series of lectures and discussions, I find that my colleagues
who have preceded me have said many of the things I would like
to say and have stressed many of the points I would like to stress.
Not that what is left over is not as 1mp0rta.nt as any of the others
" for'I consider questions of «responsibility and accountability in
administration » to be amohg the most important in a democratic
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country. However, I am sure you will agree that many of these
subjects and comments are difficult to.separate and matters of
" organization, supervision, management, budget, personnel systems,
and public relations are all related to this topic of « responsibility 5.

What is Responsibility ? ‘ ) . .

The concept of responsibility in pub].lc administration is closely
related to accountability, responsiveness and control. A responsible
civil servant is one who can be held accountable for his official acts

by a superior. He is performing in line with policies developed by

the government and all of his acts are for the furtherance or

achievement of these policies. He is being responsive to the desires -~

of the higher echelons of the government and through various
administrative or legal procedures his actions are being aSntrolled. -
In short, a’responSIble official is one who is performing his duties
while not exceeding his powers.

Similarly, administrative organization is responsible if it can be -

held accountable for its acts, if it is responsive to program needs, '
and if it is controlled by superiors in the administrative hierarchy.

To Whom is Administration Responsible ? . '

Several days ago I had the privilege of sitting in on a series
of oral examinations being given at the National Institute of Admi-
nistration. Many questions were asked of the individual students,

but since I knew I would be talking on this subject today I asked —

each student a question dealing with responsibility : « To whom is
an administrator responsible ? > The answer was unanimoiis: Each
person replied « to his administrative superiors and to the people ».
Certainly we can consider this evidence of the democratic spirit

of the youth who are going into administrative work, for in a

democratic nation responsibility must be ultimately to the people.
An administrative organization in a democracy can be held

accountable for its acts by its superiors who in turn are held
accouniable by the people, usually through electiorl. When we say

administration is responsive we mean it- responds to the desires
of the’ people transmitted through the elecied chief executive.
Different forms of democratic government use different’ methods
of controlling administration and keeping it responsible and re-

sponsive, but whatever method is used, the ultimate 'control rests

with the people who can control the acts of.administration through
. N '"'J
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the poYtical protesses of the nation and the govémmerital machin-
ery. The desires of the people are foremost and to the extent this
is not true, to that extent the system becomes non-demveratic.

The Dilemma of Power vs. Responsibility

One of the true dilemmas of modern demeoccratic government
is the conflict between power on one hand and responsibility on
the other. Modern government is, with but a very few exceptions,
big government, By this I mean not only government with many
employees, buildings and grounds, but government with broad
powers which effect-almost every aspect of the citizens daily life.
Government in Vleftnam as in most countries of the world, has a
profound and continuihg effect on the activities, plans and aspira-
tions of the citizenry. The administrative rulings, decrees, and
laws of this country, as of others, affect the business and industry
- of the country, the health and happiness of the peaple, and the
development of the mation. This power concentrated in govern-
ment is an understandable by-product .of the times in which we
live. It is a reflection of “the comiplexity of the modern world
economy and the international scene. .

While we can understand why government plays so large a
part in our daily lives, we who live in a democratic couniry
become concerned over the problem of controlling government
so that it does what we want it to do. We are, in short, vitally
. interested in keeping «big government» responsive, controllable
and responsible in the broad sense to the people of the nation, This,
then, is the continuing dilemma : How to control government and
yet give it the power and flexibility to cope with the problems we
assign to it ? To the extent that we control the administration,
there is a tendeney to impose rigidity or inflexibility into the
system. Yet, to allow complete uncontrolled discretion to the
government would be to sacrifice responsiblity.

Thére are various Tnethods used to keep democratic govern-
ment responsible to the publie. We might say that elections
provide us with the means of holding our government responsible. =
This is certainly true. When the election is free and the public
Votes, following a free contest between honestly contending
political forces, the election is the basic and most effective means
of general control by the people. L

However, we elect relatively few of our officialdom in demo-
cratic countries -— the legislators, the President or chief exec-
utive in some countries, and perhaps a few others, In some places,

N - :
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for example state governments in the United States o large
number of top administrative officials are directly, elected, and
this introduces other, problems and considerations. Sinece most
demoeracies operate with only occasional elections and only a few
elected, ofﬁcials, how can these few officials, who are of necessity
very responsive to the public, control the working of the large and
complex, administrative organization which confronts them when
they take office 7 :

- Certainly elections are not enough in thelmselves. ‘Without
going into the many other questions surrounding elections as a
means of public contro], suffice it to say that the elected officials
must be able to control the admiﬂ:;jstration in a way desired by the
public. If the public has indicated its desire for reform, thent
reform should be possible and should be carried out. If particular
policies are endorsed by the public.then it must bé possible to put
these into effect. This calls for an administrative organization
which is not only efficient and well organized, but also responsive
to its leaders who in turn are responsible to the public through
election. . ‘ <

[

How Can the Administrative Organization Be Made Responsible 7

How can administrative organization be kept responsible ?
How can we be sure the publie will have its way over the years?
Various techniques have been used in ‘hdmjnistrations throughout
the world. One of these is through hierarchicel organization. By
making each person clearly accountable to one superior and that
superior clearly accountable t6 one person in the hierarchieal
pyramid above him, we tend to be able to control from the top
down. The Minister or Secretary of Siate can give an order .and
he camr expect -it {0 be carried out becausp each person in the
hierarchy will be held accountable by his superior. for his share
in carrying out the -order. Of course, coupled with this must be a
clear definition of duties and a distinct line of control.

Of course, we can only expect an administrator to do things
we" give him adeguate power to accomplish: We cannot hold a
public official responsible if we do not give him the authority to
act. Responsibility without authority would lead to irresponsibility.
And one of the elemental rules of sound administration is that
authority to take'action must be in accord with the level of re-
sponsibility of the official. )

Another method of holding public officials responsible is
through an adequate budget and accounting system. Financial

L] F



+
p . « s

Responsibility: and -Aceomltébility in the Public Service . 143

c'ontrols -are some of the mogt effective means- enabling thé chief
executwe to know what is going on in the administration beneath.
th Similarly, the legrslatlve branch by controlling the purse
5tr1ngs can control the policies of theé .administration. While this
applies to the’legislature and the chief execlitive ‘1talso is a useful
means f’;f control for chiefs of divisions and, others in the he1rarchy
Financial controls, if properly administered, can be’ ,amonguthe
most effective methods of controlling administrative programs.
There have been many specific formal methods developed for
holding *administrators accountable. I do hot’ believe it is my task
here.today to go into each of these with yot in detail. I am sure
many of youw are already familiar with techniquesd used. by
legislative bodies, such,as commitiee heanngs and mvestlgtlons
mandatory periodic reporting, and, as me-ntloned a moment ago,
budget control. Many judicjal writs and procedures have been
developed under anglo-saxén law and under other 1ega1 systems
as well which give the individual citizén.or group-of. citizens somie

control over arbitrary or unjust administrative faction. Within the -

administration itself, the personnel system has much. to do with

_keeping the orgamzatmn accountable.. The appointment  of the

chief administrators in each department or agency. by the elected
chief executive is a step-in this direction. We could g0 ori and
discuss any one of these and T am sure each of you .could: contrlbute
to such a listing. A ) ",
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Informal Methods of Control k ., )

Instead of considering these formal and spec1ﬁo methods of
control I would like to consider some of the inforrhal and somewhatf
Tess, obyious means of attammg respons1b1e admmstratlon Prob-
ably the best way to guarantee respons1b1e .administratién is to
develop ad.m1ms1:rators who-lndlmdua]ly exercise self-coritrol. I
the individual administrator feels he should act resppns1b1y, ‘the
administration has moved a long way toward heing responsible as
a whole. Viewing fesponsibility in this .light emphasmes its

*- personal: nature and the great importance' of the 1ndlwdﬁa1 !

employee feeling the need for self controlled, responsible action.

How is such seli-control developed ? Of course, if the admi-
nistrators develop the necessary traits before entermgt public .

_service the situation is simplified. The personnel system in recruit-

1ng pubhc servants is alert to the need :Eor ﬁndmg honest sincere -

persons who are dedicated to the concept of service: But not every
public servant 1s entlrely perfect on: these and ‘the. other necessary’
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traits. Besides careful recruiting, what, else can assist in developing

self-contrel and the desire to act. responsibly in the public service %

,
Fd

Through various methods it is possible fo: cultivate -and raise

_the level of ethical.standards and responsibility among public

Servants. Much .can .be "done to reinforce ethical standards and

creaté' greatér responsiveness. In this regard, adequate leadershlp_
- = = ~.~ - Isimportant: ¥or example the'\aaxmmstratwe‘feader shou]d give

his employges a cIear understand.mg of the goals of the organ-

izatioh. He should point out to them how their 1nd_1v1dual and-

personal futures are related to the success of the orgamzatmn_
He should reward members of his orgamzatlon who-have perform-
ed well and been attentive to the policies of thé ,unit. On the
other hand, he should not advance those who behave irresponsi-,
bly or act in‘a discourteous manner to the public which is being
served. Over a period of time stch individuals should be dismissed.
One of the ‘characterlstlcs of a good'leader in an administrative

i organmatmn is his ability to lead in.such 3 way as to reinforce

these_ ethical s andards. These are closely related to the morale
of the orgamzatmn, but they are also part of a responsive organ-
* ization, one which \1s aetmg ina respons1ble manner.

In addition to’ leadership w1th1n the organization, another
‘method ok stlmulatmg high ethical’ standards and ,self control is
through professmna"l associations. In the United States, we have
tnany professional societies whichy 1nc1ude many thousands of
public servanfs These are non-pohtlcal soc1et1es for the advance-
ment -of the respective professions and they include specialized
professrone and general civil servants.- For example, we have a

pub]J,c ddministration society, a -city- managers.. association, a

soc1et§,r for budget ofﬁt{ers, for personnel officers, for ch1efs of pojlce,
for. we]fare workers for pubhc health doctors, for engineers, for
eeononusts and .for many otheTs. Each of these societies develops
a standard of professional conduct, either formally or informally,
which” has a vndespread/ effect throughout administration at

national and state levels. These ate not palitical groups and very /

racely will- any of them take a stand on political matters, They
are professional and are dedlcated to the advancement of their
respective_ professmns Such societies play an "important rol¢ in
estabhshmg the type of” thinking which assures responsible
conduct by civil servants, I know that in Vietnam a saciety for
" public admlmstratlon is forming, as’in ‘many other countries™of
the world, and‘thls is certainly a step in the right direction..
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- Discretion and Responsibility

Decisions of consequente are made-at all levels within a
properly functlonmg administrative organization. Even employees
who are merely carrying out the specific directions of their superior
in a routine operation are sometimes put in the position of having
to make decisions which will effeet the successful completion of
the task. While most of you will agree that this ig true we will
also agree, I am sure that the decisions of middle and top manage-
ment have more general importance and involve choices among

* a greater number of possibilities. Discretion is usually. quite limited
at the lowest levels of the hierarchy, while diseretion is very broad
at the top. The chief of a service makes decisions which bear on a
series of programs and -sometimes his décisions are very difficult
to make. Ideally persons making decisions at all levels of the hier-
archy can be held accountable for that decision. Although ,the
question of responsible conduct is not limited fo the top-of the
hierarchy, where discretion is broadest, responsible demsmn—makmg
and conduct is most important. - -

This suggests that if a fop level administrator wants to assure
responsible decisions he will centralize these decisions among a few
trusted subordinates. He will pick his subordinates carefully and
give them discretionary powers while limiting the area of discretion
beneath them. This might work well from the standpoint of responsi-
Jbili’l;j? but it is contrary to other desirable goals of administration.
Such an’ administrative structure, with all important decisions
centered at the top, would require that all important matters receive
approval at the top of the departmental or administrative hier-
archy. Few people below the top would be able to make decisions
of any importance.’ .

" The result wauld be unsatisfactory from the standpoint of
efficiency and for other reasons. Before long even routine matters
would have to be acted upon by persons several levels-higher in .
the hierarchy than at the outset. The people at the top would be
constantly besieged by matters requiring their signature and
approval. Action in the organization would be delayed until such
approval was received and because of the physical impossibility*
“of one person approving more thHan a relatively small number of
items per day, the organization would be slowed down. Thus the
attainment of responsibility by drastically limiting the number of
persons with diserefionary powers would be offset by a slow
movmg, probably ummagmatlve crganization. I say unimaginative
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because as pbrsons in the lower levels become accustomed to
having, decisions made for them, they will hesitate to use ‘their

'+ own abilities and Imagination to the fullest.

‘Some compromlse between ‘these two must be sought. Dis-
cretion must be permitted at a low enough level to prov1de an
efficient operating orgamzatlon and at the sarhe time the persons'
makmg -the -decisions -at- the*lowernlevels ‘must-feel” 'respons15]e -
One way, of compromlsmg these two seemingly contradlctory
goals is to provide discretion at the lowest posgible operatmg level
and yet dssure responsible dction through a series of controls. .
I.mentioned earlier the use of budgetary and accounting controls
as, an important tool in attaining, .responsible action. We have

' found in some of our govermental units in the United States that

it'can be extremely  effective in solving this difemma. In dther

‘Words by granting the power to act tg the operating levels of

the. administration and using efﬁ(:lent budget and ac:countlng
contrpls at the top, it is possfble to‘achieve both of the goals Of

© course, budget controls should not be used alone, but they are
* an important device. .

. Administration that centers all dedisions at the top in order . '

-to be sure they.are made in line with the desu'es of ,the chief

"+ The Personn'el Sy'stem‘anci Responsihility .

administrator’ is_ bound to .slow down to. an undesn;able pace.
Decisions at the lower levels, subject to careful control and review
from above proves much more satlsfactory 111 attaining*the ends

of, the government. ~ ‘
3 ' . N -

Modern ‘experts on civil sefvice tatters agree on the need
for protecting civil servanis from dismissal with each turn of
the political scene. A career civil servant must not.bé dischargéd
in order to.make room for the favorites of a newly -elected polit-
ical party The opposite side of the same coin is that the career

' civil service must perform efﬁc:.ently for the government no matter

which political party comes-to control. Furthermore, the civil,
servants under such a career system should*not take leading roles*
in political campaigns. Indeed in-my country, civil servants are
legally permitied very limited. political activity,

" 1 think that all of us will agree that the careér civil service

. should be protected from the uncertzinties of pohtical shiffs: Yet,

if Wwe examine this idea closely we will seg that it may work
confiary to the idea of responsibility and responsweness that we

L
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héve been discussing. If a newly -elected official is faced with. civil
servants in the top levels which do not share h1s, views, the views
which the public generally has just. approved at the pells, he may,
be unable to put his policies into effect, ie., the very pd].'lClE!S’
approved by the .public. This is partlcularly true in situations
. where_one party has been in power over a long period. In such
..cagses the civil service may: be slow to react to the new policies
‘brought” in by the popularly approved political change

. The solution to this problem in-the case of the Presidential
system is fn'owded by a system of appointed department leaders.

The department heads and. their- immediate subordinates: who

. represent the thmkmg of the new chief executive should be able to~
control the new program: throughout their respectwe departments

If the civil- service is acting responsibly this will.not be tod

difficult a task,at least,in its broader, aspects, However, if this is '

not the case, the personnel system must not be so mﬂemble as to
prevent personnel shifts ‘and dismissals which will weed out the
civil' servants who are not -acting responsively.. Such « weeding
. out» should be done in: an honest way with adequate procedural
guarantees, but il must occur.

-If the top leaders are to be held accountable by the public -

for the acts of their adm1mstrat10n they mustTbe able to control
the members of their admmlstratlen while at the same tnne
observing® the safeguards of an. adequate career service. .

PR RN . g
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Resyonsﬂ)le for What ?- o M ‘ N

“We have been ta]lnng about the ‘importance of responslbﬂlty
in a ‘democratic government and we have examined the question
of «responsibility to whom ?» We have ldoked briefly. at some
+ methods of assuring responsibility and at‘some.of the problems.
One of the crucial:questions which.we should: con51der 1s.« for what
types of things is the public servant responsxble» ? Puttmg it in
direct terms « what is the public going to expect of its civil 'serv-
ants and hold them responsible for » 2,In Vietnam, which is emerg-
ing as an independent republic, it seems to me the answer may be
somewhat different. than in a: country such-as. mmePThe Iresponsi-
bility the civil service and governmental administration’bear in
~ Vietnam is hroader and of evenimore crucial Jmportance than is

the case inother' countries.! oo '

' Certainly we can all agree that the problems that Vletnam
faces are among the most difficult faced by any mation in the free
world. Vietnam in both a time and geographlc sense-is a frontier
nation which many nations of the world are Watchmg And like

.
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. frontiersmen everywhere, the Vietnamese people face a difficult

task in the near future as they proceed to develop their economy,
stabilize and liberalize their government, and raise their standard
of living, While it is true other nations stand ready to assist, the
largest task is for Vietnam itself. And a céntral factor toward the
achievement of national goals — indeed, in facing the task ahead
— is the governmental adminjstration throughout. the country.
Public -administration in Vietnam will play a crucial role in the
years to come. The public ‘has a right to hold its civil servants
responsible for the very best in performance.

Breaking this general concept down into smaller parts, we can
see that civil servants will be held accountable for a high level of
performance, in carrying out the policies of the govermment. In
addition to this active or performance side, however, the civil
service must consider the opposite side — the side of inaction.
Adminisi;rat@n is responsible not only for the things it does, but
for the things it might have done, but did not do because of inertia, -
or lack of initiative. In other words, the public will expect its
government and .administrators to leave no stone un ed in
seeking the solution to problems and the advancement of the public
interest. Inaction where action is required may be just as great a
violation of the public’s trust as wrong action..And in the fiiture,
inaction; as well as inadequate action will be pointed to as an
indication of irresponsible administration.

As a group the civil servants of Vietnam represent some of

‘the best educated and trained people in the country. As I indicated

at the outset of my talk, it is a rare opportunity for us to talk to
such & large gathering of active civil, servants. 1 might add here
it is also rare to brfnhg together so many active, well educated
members of the Vietnainese society, for in your country as in mine,
the active governmental administrators are among the bhetter
edicated in’ the society. This places a special burden on civil -
servants. For not only must they-act and provide administrative
leadership, they find themselves in the position of having to think
through the problems of their counfry so as to find solutions.
Thinking can®be just as difficult as acting — and certainly all of
you will be agree that the two must go hand in hand for success
as an administrator, It is not only acts for which ciyil 'servants
will be held accountable by the public in the future but also
readiness to adjust, to adapt, and to think-out solutions. I suggest
to you that the public will consider civil servants responsible for
alerf, imaginative, thoughtful reactions to change, reorganization,
and new work methods.
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In answer to this questiod of what will civil servants be held
responsible for, we can answer that in addition to'the many acts
of honesty, ¢ourteousness, and e:%ﬁciency, the government and
public will hold civil servants responsible for first, action generally,
second, initiative to o¢vercome inaction, and third, thoughtful
adaptation, adjustment and experimentation to solve adfmmstratlve

and program difficulties which face the nation.

"~
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Summary

In summary, we can say that responsible administration means
' administration which carries out its assigned tasks in a thorough
manner without exceeding”its accorded power. These tasks, the
goals of administration, are determined by the public through
elected officials. Administration’ itself is responsible uitimately to
the people. . .

While various formal methods of keepmg government account-
able are used within the administration, by legislatures and by the

courts, responsibility can be realized through infermal means as .

well. If the individual civil servants develop the seli-control -and
ethical standards leading to individual responsibility the admiinis-
tration as a4 whole is responsible. To acecomplish this, careful

recruitment is needed and so is skillful leadership. Professional )
societies are also helpful in developmg ethical standards “of

conduet.

Several desirable aspects of admmlstratmn appéar to conflict
with responsible administration. We have considered ‘two of these
— discretion as it conflicts with responsibility and the career eivil
service and responsibility. We have seen that neither conflict is
ingurmountable, ]

Finally, we have congidered the question of « Responsibility for

What ?» It is my conclusion in this respect that the public to whom .

the civil servants of Vietnam are responsible will expect much.

You will be responsible for wise and courteous. action, for over- |

coming temptation to be mactwe and for though:ful imaginative
solutions to problems.

I started out by saying this series of lectures has been a--

chiallenge fo the Michigan State University Group. In actual fact,
our challenge, great as it is, is very small compared to the chal-
lenge ahead for you, the leading civil servants of Vietnam. In the
tasks you face we would be glad to help you, but they are prim-
arily your responsibilty. A11 of us join in wishing you «good
luck ».





