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viORK PL:i.N 

IN-SER.VIC-~ TRAINIHG PROGRAM 

1. Background. !n any program of technical assistance, the training 

of nationals of tl:x:l country to be assisted beco11es .an essential ingredien,t. 

The four~.n FOJ\ team from iiichi5an State University, in its re;.)ort of 

October, 1954, saw that one type of such tro.ining should be 11 L mediate in­

service training. 11 They recoumended that hi gh priority be put on such 

training. Here lay an oppodunity for innodiato inpaet. The contract 

between the Government of Viet Nam and iv:iichign.n State University also puts 

eonside:raole emphasis on the responsibility of the University to provide 

in-service training . 

2. Definition of in-service training. In-service training for the 

purposes of t his Work Plan, refers ~o the group or individual trainint:. of 

persons who are already in the euploy of the Goverrili"'lent of Viet Nam. In 

addition, the training of all:.eacly functioning officials at thlil commune level 

migh"a be includ.ed. A 1rride rangG of possibilities for such training has 

already been sucgested. For eX!ll~1ple, t h0 f our-man t eam from t.:1e Uni'l'ersity 

mentioned the developraent of courses- t hat could be si von duril1G working 

hours or at night. Tl1esc courses could be intonsi ve one-week courses or 

much less intensive ten-week courses. In too 1.8.tter arrangement, officials 

r:ri.ght meet an hour or so each •·reek. Special conferences, conventions., and 

meetings were ulso s0en ns a possibility; it was thou~ht that these mie:ht be . 

particularly effective at the hi gher administrative le'Vels • . I·ioreover, the 

contra.ct between tho Government and tho UniversitJr indicates that the 

University :h.o.s tho responsibility for assisting the Govornraont in organiz­

ing and conductins frequent conferences nnd round tables for Goverru.tent 
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of nationals of the country to be assisted becomes an essential ingredient.

The four-man FOA team from Michigan State University, in its report of

October, 1954, saw that one type of such training should be "immediate in-

service training." They recommended that high priority be put on such

training. Here lay an opportunity for innediate impact. The contract

between the Government of Viet Nam and Michigan State University also puts

considerable emphasis on the responsibility of the University to provide

in-service training.

2. Definition of in-service training. In-service training for the

purposes of this Work Plan, refers to the group or individual training of

persons who are already in the employ of the Government of Viet Nam. In

addition, the training of already functioning officials at the commune level

might be included. A wide range of possibilities for such training has

already been suggested. For example, the four-man team from the University

mentioned the development of courses that could be given during working

hours or at night. These courses could be intensive one-week courses or

much less intensive ten-week courses. In the latter arrangement, officials

night meet an hour or so each week. Special conferences, conventions, and

meetings were also seen as a possibility; it was thought that these might be

particularly effective at the higher administrative levels. Moreover, the

contract between the Government and the University indicates that the

University has the responsibility for assisting the Government in organiz-

ing and conducting frequent conferences and round tables for Government
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officials and employees. 

Sti,11 another suggestion stated in the contract concerns the develop-

ment of professional associntions and technic'.3.l publications. These devices 
. . 

provide for a kind of development of alreaey-employed Govemnent personnel. 

Many other possibil.ities for in-service training are likely to become 

evident as actual trainine is begun. For ex.ample, in-service trc:c. ining 

courses developed and given in Sa igon or other large centers could be 

translated into correspondence courses which would ex.tend in-service train-

ing to hard-to-assemble government enployecs throughout Viot Nam. 

3. Hain objectives of the in-service training ,prop·r am ; tie-in with the 

other programs of the Hichigan .Stntc Univer~i~y gr£_~J2· The in-service train-

ing program to be conducted by the Hichigan State 1:,Tniversity group for the 

Government of Viet Nam has as its primary oojective the r elatively quick 

changing of the on-the-job behavior of Government onployees so that the 

Government itself will function more effectively. 

But training of nny kind, including in-service training, is not done in 

a vacuTu~; it must be done in rel~tion to the work activities of people. 

Hence another way of looking at the objective of the present in-service 

training progrr1J.a is to see that it is one way of irxplm~1enting the content 

programs of the lvfichigan State University group. The content progr n.r;i.s a re 

the Presidency, the Police, and the Field Adtninistrn.tion Projects. Once, 

in any one of t '.iese content procrru71s, adequate delineation of the no.ture 

of the problems has been obtained through research, and an action program 

to meet these proble1~1s has been approved by the concerned authorities, 

one of the i mportant ways of obtaining notion, or ir.1plenenting, or making 
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officials and employees.

Still another suggestion stated in the contract concerns the develop-

ment of professional associations and technical publications. These devices

provide for a kind of development of already-employed Government personnel.

Many other possibilities for in-service training are likely to become

evident as actual training is begun. For example, in-service training

courses developed and given in Saigon or other large centers could be

translated into correspondence courses which would extend in-service train-

ing to hard-to-assemble government employees throughout Viet Nam.

3. Main objectives of the in-service training program; tie-in with the

other programs of the Michigan State University group. The in-service train-

ing program to be conducted by the Michigan State University group for the

Government of Viet Nam has as its primary objective the relatively quick

changing of the on-the-job behavior of Government employees so that the

Government itself will function more effectively.

But training of any kind, including in-service training, is not done in

a vacuum; it must be done in relation to the work activities of people.

Hence another way of looking at the objective of the present in-service

training program is to see that it is one way of implementing the content

programs of the Michigan State University group. The content programs are

the Presidency, the Police, and the Field Administration Projects. Once,

in any one of these content programs, adequate delineation of the nature

of the problems has been obtained through research, and an action program

to meet these problems has been approved by the concerned authorities,

one of the important ways of obtaining action, or implementing, or making
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changes, is the in-service training of the people in the situation: the 

police, the government officials who supervise employees in the field or 

work there themselves, er.1ployces in the Presidency, etc. It could be 

said that the objective of in·-service training is to implement and supple- ~ 

tilBnt ·.the"''various.MSU contont prog'!'<lDs •. 

Another way of viewing tm objectives of the in-service training 

program has been suggested by in-service trainil1t; personnel of the Nationnl 

Institute .of Administratj.on. They see two prj.nc~.pal objectives: .(1) tr.::i.in­

ing to improve the perfonm.nce of personnel on jobs they are already doing, 

e.g., training a:- secret~ry to perforr:i his secretarial duties better; and 

(2) the tr.:J.ining (and selection) of lower-level fonctionnairos to take over 

higher-level positions. The feasibility of this second objecti·re, i..r1 view 

of the fact that its accomplishment y,tay tn.lce more t:ir..1e nnd tl"JB.t the first 

yeD-r of this progra;n is oriented toward i!:rr.1ediat0 impact, remains to be 

determined. 

4. Sor,1e subsidary ob;jocti ves of the in-ser1rice trainin,c;; progr~. One 

subsidary objective of the in-service· training program is to -establish in­

service training as part of the way of life for personnel in the Government 

of Viet Nam, In V2.rious parts of the world there is a -growing recognition 

that education must re continuing, and r,mst be geared to help individuals r1eet 

a ra~idly changing world. 'l'he fonml school training received in youth is 

sir,1ply not er..ough. The general acceptance of in-service training in Viet 

Na>n could. lead to helping individuals and the Govemm.ent change to meet the 

deu.nnds o~ rapidly changing conditions. In-service training ·night also 

provide opportunity for individuals to develop, relatively independently 
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changes, is the in-service training of the people in the situation: the

police, the government officials who supervise employees in the field or

work there themselves, employees in the Presidency, etc. It could be

said that the objective of in-service training is to implement and supple-

ment the various.MSU content programs. .

Another way of viewing the objectives of the in-service training

program has been suggested by in-service training personnel of the National

Institute of Administration. They see two principal objectives: (1) train-

ing to improve the performance of personnel on jobs they are already doing,

e.g., training a secretary to perform his secretarial duties better; and

(2) the training (and selection) of lower-level fonctionnaires to take over

higher-level positions. The feasibility of this second objective, in view

of the fact that its accomplishment may take more time and that the first

year of this program is oriented toward immediate impact, remains to be

determined.

Some subsidary objectives of the in-service training program. One4.

subsidary objective of the in-service training program is to establish in-

service training as part of the way of life for personnel in the Government

of Viet Nam. In various parts of the world there is a growing recognition

that education must be continuing, and must be geared to help individuals meet

a rapidly changing world. The formal school training received in youth is

simply not enough. The general acceptance of in-service training in Viet

Nam could lead to helping individuals and the Government change to meet the

demands of rapidly changing conditions. In-service training night also

provide opportunity for individuals to develop, relatively independently
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of the ~~ount of formal education they had received, and gradually to lead 

to the creation of a persom;iel systen in which individuals are rewarded 

more for what they can do now than for the degrees they received at some 

ti.11-e in the past. 

Related to the above objective is the one of making in-service training 

so attractive and useful that the Governrnent of Viet Nam will want to con-

tinue it on its own after tho expiration of the contract. As will be 

mentioned again later, the National Institute of Ackri.nistratfon is setting 

up a section for in-service training so tlw.t trhe beginnin~s of a mechanism 

to continue it have already been r:nde, 

Ar.other objective is to acquaint appropriat~ officials in Vi et Nam with 

U .s. in-service training r:iethods o.nd devices. 'rt'_ey can then adopt those which 

seen most applico.ble to the solution of their own training problems and to 

integrate then into their own culture. 

A part of in-service training technique apparently not frequently 

utilized in Viet Nam is research: resee.rch into training needs, research 

• 
into evaluation of training methods and programs, and tho like. It is at 

this point that the :vi-service training function and the research function 

within the work of the Michigan State University group meet. Another point 

- of meeting of these two functions would be the in.-service training of 

Government personnel in reseQrch techniques. 

Another objective, related to training nethod, concerns the introduo;.. ,--

t:ton.,development, and evaluation of 11 democratic 11 training and supervisory 

techniques as coE1pared with t 11ose techniques which in recent years have 

bccor.ie identifiedT especially _in the Orient, with c~~nunism. Reference here 
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so attractive and useful that the Government of Viet Nam will want to con-

tinue it on its own after the expiration of the contract. As will be

mentioned again later, the National Institute of Administration is setting
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U.S. in-service training methods and devices. They can then adopt those which
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integrate then into their own culture.

A part of in-service training technique apparently not frequently

utilized in Viet Nam is research: research into training needs, research

into evaluation of training methods and programs, and the like. It is at

this point that the in-service training function and the research function

within the work of the Michigan State University group meet. Another point
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Government personnel in research techniques.
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is to techniques like self-criticism sessions. There seems to be sor.1e tend­

ency in certain lec:.dership training prograus in Free Viet Nrnr, to r..dopt to sor:ie 

extent quasi-Co;umunist leadership training techniques. Within any leader­

ship trainin£ progro.r.1 conducted with the assistance of. the in-service training 

progrru:1 of the 111.lichignn Sta to Univcrsi ty g-roup, one objective will be to 

utilize democratic methods and to o. void Coim:mnist ones. It is obvious that 

there ray be much overlap, e.g., both groups ;;iay use the lecture :-1et~.1od. 

Nevertheless, there may be real differences in thB wa~T the lecture nethud 

is employed by the two groups. This r.nt tor has bocc;1te ver-y i nportant in 

recent years in vi.8 W . of the research kl10wledg8 a:r.mssed in the United States 

and other Western countries with respect to how people are actually changed 

by training (e.g., t he effectiveness of personal participation in discussion 

groups) on the one hand :i.nd t he intuitive bu,.t nonethde.ss r 0al knowled;;e 

on the pa.rt of t h3 Couriunists with rQspect to how t.) change people. 

5. The effect of situati·~S on the or;~anization and ccnduct of in­

service traini.11g. rfwo broad types of situo.tioi.1S in which k'1-service training 

will probably be done sugg0st thenselves: (1) tro.ining sped.fie to the >-v'ork 

of persons within any one government i:.-J.nistry or section of a ;:-_iinistry , for 

example, training in tax collectiDn procedures for certnin J::inistry of FinMcc 

personnel: (2) tro.inin~ t~1at is so general thD.t it would be useful to nUD.bors 

of persons in gover:nncnt service in general, e.g., leadershJ. ;.- ·crafr1ing . 

These tvro broad types of situations profoundly affect the organization 

of in-se11 vice training . In tho first t yI)e of situation ;:ne-ntioned above, the 

situation in which tro.ining is specific to specialized groups of persons, 

it would be necussar-y- to arrange for training within the Ministries. Or.e 

suggestion has been to select conpetent instructors who arc already on the 
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ency in certain leadership training programs in Free Viet Nam to adopt to some

extent quasi-Communist leadership training techniques. Within any leader-

ship training program conducted with the assistance of the in-service training

program of the Michigan State University group, one objective will be to

utilize democratic methods and to avoid Communist ones. It is obvious that

there may be much overlap, e.g., both groups may use the lecture method.

Nevortheless, there may be real differences in the way the lecture method

is employed by the two groups. This matter has bocome very important in

recent years in view of the research knowledge amassed in the United States

and other Western countries with respect to how people are actually changed

by training (e.g., the effectiveness of personal participation in discussion

groups) on the one hand and the intuitive but nonetheless real knowledge

on the part of the Communists with respect to how to change people.

5. The effect of situations on the organization and conduct of in-

service training. Two broad types of situations in which in-service training

will probably be done suggest thenselves: (1) training specific to the work

of persons within any one government ministry or section of a ministry, for

example, training in tax collection procedures for certain Ministry of Finance

personnel: (2) training that is so general that it would be useful to numbers

of persons in government service in general, e.g., leadersh1. training.

These two broad types of situations profoundly affect the organization

of in-service training. In the first type of situation mentioned above, the

situation in which training is specific to specialized groups of persons,

it would be necessary to arrange for training within the Ministries. One

suggestion has been to select competent instructors who are already on the
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job within specific Miutstries and a.rrange to give ther.l additiono.l conpen­

sation for conducting in-service training courses, The Nationnl Institute 

of Adninistration hu.s .:'..lready, inforn.1.lly, expressed an interest in organ­

izing such courses . The 11SU teruJ LIBY fron tine to ti!.le provide p0rsonnel, 

under Institute auspices, to teach a course for a Ministry. ·rhus, Dr. Jolm M. 

Hunter is now teaching a course for the l"linistry of Finance, 

Another pattern of orr;t'..n:i.zation of in-service trninfog liJith.i:'.1. a Min.istry 

is energine in the Police Project, MSU, Hero th.e Hinistry conc <c:L-."(:;d. ~-s set­

ting up special schools for the traJ.ning of policoo The In-s0rvi··'.f '::'rnining 

Coordinator sees opportu..>iitios here for assist.lng J.·iin:i.stry of fit'..i.:t2.s and l"ISU 

personnel jn such natters ns the detcrr .. 1inatfon 0f .training noeclG, tho r ecruit­

nent, s-election, traininr;, a::.id evaluation of trai:;-iers, the recn:i·Gn.ant, 

selection, and evaluation of trninees, tho utilization of trainees following 

trp.i.J).ing_, the intro0uction and utilizntinn of effective training techniques, 

etc, The need for standardized tests for the s.elr~ction and evo.luation of 

personnel is beco~g apparont~ 

The second typo of situ~'.tion in which :i.n-r>urv..i.ce trc:d.!1in.cs DiGht be done, 

namely, general trcining pot0ntia.lly applicabb to pers.:mncl in a nw_1ber of 

Ministries, will pi·obably dcn:.nd a different kir.d of c.rran~oLJ.ent 'CTlder which 

the traininc, is to be done . One sn£Sgostion, follovdi1i; the pattern set by the 

University of Hichigo..n tech_r1ic2. l aid tea;.i in the Phil:Lppine Republic, would 

be to develop cadres of trainers (Vietmu:iL.. sc Nationals) ;,iho could of!'er such 

training.. • . Thus, for ·cxa.l.lplo, trainers coul d :Je dovolopod .to t e.:!ch leader­

ship training, and trainees could be drawn fron various Hinistries . Also, 

the tra.iners night be shifted fror..1 Ministry to Einistry to conduct the sane 

course within each of the various interested }iinistries; the course itself 
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job within specific Ministries and arrange to give then additional compen-

sation for conducting in-service training courses. The National Institute

of Administration has already, informally, expressed an interest in organ-

izing such courses. The MSU team may from time to time provide personnel,

under Institute auspices, to teach a course for a Ministry. Thus, Dr. John M.

Hunter is now teaching a course for the Ministry of Finance.

Another pattern of organization of in-service training within a Ministry

is energing in the Police Project, MSU. Here the Ministry concerned is set-

ting up special schools for the training of police. The In-service Training

Coordinator sees opportunities here for assisting Ministry officials and MSU

personnel in such matters as the determination of training needs, the recruit-

ment, selection, training, and evaluation of trainers, the recruitment,

selection, and evaluation of trainees, the utilization of trainees following

training, the introduction and utilization of effective training techniques,

etc. The need for standardized tests for the selection and evaluation of

personnel is becoming apparent,

The second type of situation in which in-service training might be done,

namely, general training potentially applicable to personnel in a number of

Ministries, will probably demand a different kind of arrangement under which

the training is to be done. Onc suggestion, following the pattern set by the

University of Michigan technical aid team in the Philippine Republic, would

be to develop cadres of traincrs (Vietnanese Nationals) who could offer such

training. Thus, for example, trainers could be developed to teach leader-

ship training, and trainees could be drawn from various Ministries. Also,

the trainers might be shifted from Ministry to Ministry to conduct the same

course within each of the various interested Ministries; the course itself
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might be modified each time to meet the indi\ridtial needs of a given rnin;i.stry. 

Trainers might be borrowt:ld fror.1 the Hinistries in which the training was to 

be conducted, . and then trained to do · the training wt thin their respective 

Ministries. Still another variation mi~nt be to train ·by orgnnizqtion levels, 

with less emphasis on individual Ministries. Thus there might be separate 

leadership courses for top, middle, and lower level !:lanD.gement. 

B~sides leadership training, other general training possibilities suggest 

thenselves. Tra.ID:i.ng might be offerod in such subje cts as the publ:i.c reJ.n ... 

tions responsibilities of the official in the Governuent of Viet Nru11, cec­

retarial training for Government secretaries, office management trnining for 

office managers, counseline and interv:i.qwing techniques for i.wnaf;ers , etc. 

Again, infernally, tho Natiorm:i Institute o.f Adninistr<ltion hns expr ossf;)d · 

an interest in orga11izing t his vecy broad kind of in-service training service 

for the Government. However, by deoree, the Institute is 1Lri.tcd to the 

training of personnel botwoen the highest level of fcnction~1nire dovm to q..nd 

including the District ·level. The Fonctiones Publiques directorat0 of the 

Ministry of" the Interior m:i.ght also event:ually: play an fu.pori.ant role in this 

kind of in-service training. Broad in-scrv:i.ee trnining hcwe~r, sh'J.uld not be 

l:il.'lited to fonctionnaires . alone, but .so1.eh0w needs to be or gc:.nized and. ex-

. t.ended w other groups , e. &• , v-illa.r,;.e .leaders . 

A natural ti.we to conduct gcnarc:,l i:n··service :(.raining m:i.t:;ht occur 

during the implementation phase of each ministry study co.r .. ducted by the ~.:SU 

Field Administration Program (sec Work Plan for th:; Field. Adrr:i-;us:t.raticn 

Program, dated August 16, 1955}. 
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tions responsibilities of the official in the Government of Viet Nam, sec-

retarial training for Government secretaries, office management training for

office managers, counseling and interviewing techniques for managers, etc,

Again, informally, the National Institute of Administration has expressed

an interest in organizing this very broad kind of in-service training service

for the Government. However, by decree, the Institute is limited to the

training of personnel between the highest level of fonctionnaire down to and

including the District lovel. The Fonctiones Publiques directorate of the

Ministry of the Interior might also eventually.play an important role in this

kind of in-service training. Broad in-service training however, should not be

limited to fonctionnaires.alone, but somehow needs to be organized and ex-

tended to other groups, e.g., village leaders.

A natural time to conduct general in-service training might occur

during the implementation phase of each ministry study conducted by the MSU

Field Administration Program (see Work Plan for the Field Administration

Program, dated August 16, 1955).



It is difficult at tM.s date to be more specific regardine; this Work 

Plan bGcause tho form tll:uat in-service training may take is dependent on the 

needs and outlook of the nany_ persons concerned with each training progran. 

At this stage of its devoU.op,10nt thB in-service b:-.:i.inihg prograu should be 

kept flexible. 

In addition to tho broad, situational cffectG described above, there 

are sone other possibilities ro ,r~;.:J.rding ·in-service training. 

C0rtain Victn.J.nese Goverm,1ont agm.cies rnay provide asista.nce. There 

may already bo training organizations within Ministries. - Tile Civic Action 

prograu1 s nethods, once carefully st:.~died, may be ni:ip1ica.ble elsm·.rhcre. 

Also, the efforts of other U .s. a gencies :~iay bo coordin.:1ted wit ~1 this 

in-service trainin~; program. U.S.O. ti. already has personnel .'.lctua lly stud,y­

ing, or conducting , or organizins tho in-service trainin,: of s or.1e Vietnnuese 

Governr.icnt personnel, e.g,, the training of teachers. Obviuusly, such train­

ing would not be duplicated. In general, any in-service training progrru~1 

considered by the HSU tenr.1 would be coordinated with those of concerned 

U.S. a gencies .. 

It may bo that U.S. a ccncfos could at times be of direct assistance to 

tre kind of in-servj;ce trainin0 progran~ visualized in th:'...s Work Plan. 

U.S.I.S. has already indicated t ]1e possibility of d01reloping instru.ct i orIBl 

filns. 'l'he Education. Division of U.S.O.li . ma~r help -with advice 0n tra :rning 

J:lethods. U .S .O.h. divisions r:ic.y provide instructors fron tine to t:iir.J.e on 

specialized topics or provide source persons for discussions at convent i<·ns 

of Goverru~ent officinls. 
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It is difficult at this date to be more specific regarding this Work

Plan because the form that in-service training may take is dependent on the

needs and outlook of the many persons concerned with each training program.

At this stage of its development the in-service training program should be

kept flexible.

In addition to the broad, situational effects described above, there

are some other possibilities regarding in-service training.

Certain Vietnanese Government agencies may provide asistance. There

may already be training organizations within Ministries. The Civic Action

program's methods, once carefully studied, may be applicable elsewhere.

Also, the efforts of other U.S. agencies may be coordinated with this

in-service training program. U.S.O.li. already has personnel actually study-

ing, or conducting, or organizing the in-service training of some Vietnanese

Government personnel, e.g., the training of teachers. Obviously, such train-

ing would not be duplicated. In general, any in-service training program

considered by the MSU team would be coordinated with those of concerned

U.S. agencies.

It may be that U.S. agencies could at times be of direct assistance to

the kind of in-service training program visualized in this Work Plan.

U.S.I.S. has already indicated the possibility of developing instructional

films. The Education Division of U.S.O.M. may help with advice on training

methods. U.S.O.M. divisions may provide instructors from time to tine on

specialized topics or provide source persons for discussions at conventions

of Government officials.
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6. Coope.ra.tion froP.1 mc .. nar;ement needed for effect!:YL:jp~ice training. 

The development, through in-service or other training, of the individuals 

in an organization such as the Government of Viet Non, so that those individ-

u2.ls can do a bette r job, is, in the last analysis, a responsibility oi' the 

supervisors of these indiv:i.duals. It is these su:pervisors who i::ust utilize 

these ~ndividunls in nccor.iplishing t)1c objoctives of their organizations. 

For this reason the supervisor nust becorie intir:mtely involved nnd concerned 

with any trainins progra.r:i, if tlne training program is to have any valuf' . 

This work pl.Cln, therefore, beco1:1o s as nuch the work pl.an for these su:per-r::.sm:·s 

as i~ does for the MSU personnel concerned wi~h in-service trainin~. 

Following are some of the W<'.ys in which superYisors of Viotmmese 

Gov~rnnent offices, whose subordinates tak\'3 in-service training, my do their 

part in the in-service training prosrJ.T.1: 

a. 

. c. 

Managers and supervisors r.mst be prepared :for chnnc;o. Training 
neans change in people, anC:. nc:.ny mna:,crs Day net really want 
chan[Se. It has happened, for exaL0ple, t :1w.t lower levols of super­
visors who receive trn.ini.11g in the principles vf good su:o<; rv:Lsion, 
becor.ie dissatisfied with the failure of th(;ir superior su9orviso:cs 
to utilize these principles . Tho supcrio1~ sup.c:.'.'vis0rs do not. 
really want ch.:mc;c . Training will fail if those concern.Jd do not 
welcOI:1e and prepare for c onstruG"'.:,ive chant;e . 

lilmagers and supervisors can h.cln in dt:otor; __ inin!, the t!"aird.ng need::; 
of their subordirw.tos, ~.s can thr~ s:1h01'.'0.irw.t:s tlieo~1s.eh·t-~'.'· • :.ianagers 
n.nd subordinates ray not 2.Jre e; with eac~1 othc: :i.· on tltA k;_,1d3 c£' 
trnining ne0ded.. Nevertheless~ wit,;~ the llelp, ill'lder.:i ~ar::l5..r.6, a.nd 
coopornticn of all conccrned, training ne0ds ~an L.or·~ .:ic~n:r2.tely 
be doterninod. The tro.ining itself will be ;ncre effoct:'Lv-0 if i t 
really ;J.cets needs of people, both superio1·s and suoor-clina.tc.:; • 

.Managers can also do I:mch wit:1 rosp:;ct to the selection :1i' ::;ocd 
trai~c;rs, and with naking such porsonnel c'.1Vailable to scrv0 as 
traL'1ors. In n.ddition, r.i.ana~ers c::u-1 do nuch tow2.rd givin@: trainers 
.adequate re\'rards, in noney, status, and opportunit.ios for advance­
rJ.cnt in the future. 
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6. Cooperation from management needed for effective in-service training.

The development, through in-service or other training, of the individuals

in an organization such as the Government of Viet Non, so that those individ-

uals can do a better job, is, in the last analysis, a responsibility of the

supervisors of these individuals. It is these supervisors who must utilize

these individuals in accomplishing the objectives of their organizations.

For this reason the supervisor must become intimately involved and concerned

with any training program, if the training program is to have any value,

This work plan, therefore, becomes as much the work plan for these supervisors

as it does for the MSU personnel concerned with in-service training.

Following are some of the ways in which supervisors of Victnanese

Government offices, whose subordinates take in-service training, may do their

part in the in-service training program:

a. Managers and supervisors must be prepared for change. Training
means change in people, and many managers nay not really want
change. It has happened, for example, that lower levels of super-
visors who receive training in the principles of good supervision,
become dissatisfied with the failure of their superior supervisors
to utilize these principles. The superior supervisors do not

really want change. Training will fail if those concerned do not
welcome and prepare for constructive change.

b. Managers and supervisors can help in deter ining the training needs
of their subordinates, as can the subordinates themselves. Managers
and subordinates may not agree with each other on the kinds of

training needed. Nevertheless, with the help, understanding, and

cooperation of all concerned, training needs can more accurately
be determined. The training itself will be more effective if it

really meets needs of people, both superiors and subordinates.

C. Managers can also do much with respect to the selection of good
trainers, and with making such personnel available to serve as

trainers. In addition, managers can do much toward giving trainers

adequate rewards, in money, status, and opportunities for advance-

ment in the future.
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d. Another way in which r.w..nagers can help to develop in-service train­
ing is to sele ct trainees who :::i.re oost likely t o benefit from 
trn:tning . Als·o manaEJcrs can do rn.tch by rowai·ding subordinates who 
take t he trouble to get training. They r:m.y tlso . soo that troinees 
receive pay for class or confor-.:nce tir..1e if ·such pay becouos necessary 
a;nd desirable. Managers r:iay also wish to take adv.:mtn[};} of the 
training sit.uo..tion a s one in which traine;es can be eve.lu;;,ted, nnder 
conparablc conditions, for pror.1otion. 

e. Mc..nac;ers can also help in assei:1bling and roking avuilable subj ect 
natter needed in in-service training course work. Such inforu.-:>.tion 
may be known only to managers, so their participation in course 
prepo..ration may be essential. 

f. Managers nay nlso contribute somet~;; by porDitting .:md even 
oncourcigilig rcse<,J.rch studies in the evaluation o.f training and 
trainine; Hothcds. 

g. Providi.ng cmd o.rrLlngi.--i.c:; far logistical support, e. g., making class 
roor.1 space avail.a blo noar the trainees 1 work pluce, c~ be very 

· helpful. Help in providing for food n.nd ter.iporary lodging of 
persons ~ttanding confcr0ncos, a real problon :in parts of Viet Nm1, 
v..a.y r.1L1.ke the difference between successful nnd tmsuccessful training. 

h. Man~gers r.1ay also lend support to the training prograr.1 by going 
through the training thoE1selves, wb.:m appropriate. 

The highest levels of th;;i Goverrmon t of Viet Nau could provide powerful 

support for in-service training in several ways'. First, they could put into 

effect a r;1ore flexible pcrsonnul .acbinistr.:i.tion systeH which would, araong 

other benefits to tho Governncnt, r_oward persons who benefited from in-

service training, Training standD.rds c ~mld be dc-veloped. P-0ssible training 

officers, to soc t o it t h;:t good Ul'.ld effective training was done, cou:J_d be 

arranzod for in each Hinistry, J,mder the genera l guicl£.nce of the Fonction.a.s 

Publiques, or thu Nn.ticnal Institute of AcbJnistrn.tion, or sor.m s:i..Dilar 

goverru~cnt-wide 9rganization. 

7. Priority end sequence of in-service tro,ining. In any in-service 

training pro; r o.ra within any given organization of the Govern;..lCnt, the fir~ 

step nust be the dcten~dnation of training needs through rosea:Nh. In SCX'.e 
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d. Another way in which managers can help to develop in-service train-
ing is to select trainees who are most likely to benefit from

training. Also managers can do much by rowarding subordinates who
take the trouble to get training. They may also see that trainees
receive pay for class or conference time if such pay becomes necessary
and desirable. Managers may also wish to take advantage of the

training situation as one in which trainces can be evaluated, under
comparable conditions, for promotion.

Managers can also help in assembling and making available subjecte.
matter needed in in-service training course work. Such information
may be known only to managers, SO their participation in course
preparation may be essential.

f. Managers may also contribute something by permitting and even
encouraging research studies in the evaluation of training and
training methods.

g. Providing and arranging for logistical support, e.g., making class
room space available near the trainees' work place, can be very
helpful. Help in providing for food and temporary lodging of
persons attending conferences, a real problem in parts of Viet Nan,
may make the difference between successful and unsuccessful training.

h. Managers may also lend support to the training program by going
through the training themselves, when appropriate.

The highest levels of the Government of Viet Nam could provide powerful

support for in-service training in several ways. First, they could put into

effect a more flexible personnel administration system which would, among

other benefits to the Government, reward persons who benefited from in-

service training. Training standards could be developed. Possible training

officers, to see to it that good and effective training was done, could be

arranged for in each Ministry, under the general guidance of the Fonctiones

Publiques, or the National Institute of Administration, or some similar

government-wide organization.

7. Priority and sequence of in-service training. In any in-service

training program within any given organization of the Government, the first

step must be the determination of training needs through research. In some
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cases, the research into traininc noeds my well be a :r:art of the research 

conducted for each Field Adninistration Pro[_Sra:i project. Following this 

cones the selection and trainine; of instructors, and finally the selection 

and training of the trainees ther.lselves. 

'While both the Police and Field Adninistration Prograr.1S of the Hichigan 

State University tean are to run concurrently., at lea.st at the beginning, 

the Police Prograr.1 is likely to have . somewhat higher i1riority. Nith respect 

to trainers for General training prograns, it is pl~nned to develop a cadre 

of trainers (Vietnanese nationD.ls) who can be shifted as needs dictate and 

who may forn a nucleus of training r,1ersons who would help .keep in-service 

training going after A;:1erican aid was no longe.r called for. Ty)es of c;eneral 

training to be offered e.re likely to be leadership trnining for Jna!1agcrs and 

supervisors, office nn.nagenent training, possibly secret::.i. ri.'.11 training,3..nd 

possibly public relations training for officials. Specialized trainine should 

not be ne0lected. Also, reasonu.bly inr..re<liate attention is to be given to the 

organization of conferences and conventions as a way of getting Lnediate­

:inpa.ct in-service training under way. 

8. Personnel and budr::et st,P.tenent. American personnel consists of cne 

person, Dr. Frederic R. Wickert, In-service Training Coo:cdimt:.:>r. Other 

Anerican a.nd local persoru.1el engaged in in-service training &.re assi~ed to 

specific projects and the budgets il1 CD.ch case reflect this allocation. 
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cases, the research into training needs may well be a part of the research

conducted for each Field Administration Program project. Following this

comes the selection and training of instructors, and finally the selection

and training of the trainees themselves.

While both the Police and Field Administration Programs of the Michigan

State University team are to run concurrently, at least at the beginning,

the Police Program is likely to have somewhat higher priority. With respect

to trainers for general training programs, it is planned to develop a cadre

of trainers (Vietnanese nationals) who can be shifted as needs dictate and

who may form a nucleus of training persons who would help keep in-service

training going after American aid was no longer called for. Types of general

training to be offered are likely to be leadership training for managers and

supervisors, office management training, possibly secretarial training, and

possibly public relations training for officials. Specialized training should

not be neglected. Also, reasonably immediate attention is to be given to the

organization of conferences and conventions as a way of getting immediate-

inpact in-service training under way.

8. Personnel and budget statement. American personnel consists of one

person, Dr. Frederic R. Wickert, In-service Training Coordinator. Other

American and local personnel engaged in in-service training are assigned to

specific projects and the budgets in each case reflect this allocation.
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