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At the request of the Commisaar1&t for Re.1'uglle8, the H;l.chigan State 

University team has continued its stu~ of the orgL~zat10n of the Commiesariat. 

In the general intereet of an ef~~c1ent field service in the Vietnameee govern­

ment; we have been observing the Refugee COI'Ill1I1esion in its operations th1'O\lih-

"'o out the country. This p<>riod of research ':le.1l proceeded with the tu:L.l coopera-

tion of the CoJmJ.s!>ariat and of the Resoiittlenwnt Division, UOOM; and it was 

"' initiated upon tho requast of the Ca!I!l1seioner Generr.J.. '!'he s~estions 

included in this report !'lre offered in the hope that t.~ey will be helpful in 

organizing the 1'1eld statf of the COI..IIlliesal'iat eo that it call discharge its 

responsibilities to resettle and re11!!bllitat& r<ili'ugeea froru c=unism in an 

efficient and expeditiou!! lllsnller. 

The intomation upon 1-dlich these sugseetionfl are baaed wss collect.ed 

through a period of intensive reSe8.1'ch. r0rty-three villages were visited 

tbroughout the var!Jue l'6giens 01' 11jxt Nam. Officialll conce::-ned w.!.th re!ugae 

. e.£fa:ire MU'e intervieWed in ten proYinces in Central and BOllth Viet NSl!', and 

the P.K.S. It was discussed ,'lith t'vlO governors. In ';'!lCn village ar.d ;in 

each provinc.e~ i."l1'or-.uai;io:l ';1.).8 gathered t1UO'l&h the usc of a fo;:::nal irrr.cr;'iew 

<. basi.c a.asumptions. We aSSUIIl<l, first. of :ill, that the Rei\:.gec CoJw.lJ.ss ion is 

an organization created to handle a. pa:"ticulnx emerE!e~cy which wili. cvll'.e to 

an end with the .re-:iJ:ltegre.t.ion of tIle l'efugeus int.o noJ:"lldJ. soo1a1. eCOllO'l'.ic. 

, and gove=ental channels., Vve .:USO aasUllle that the ba&ic llle~hoc. of sa:t V.l.:lg 

t'efugee probl.elns in the future ,will be tIlrough the use of "projects>" 1. e, 1 

" -,' 
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At the request of the Commissariat for Refugees, the Michigan State

University team has continued its study of the organization of the Commissariat.

In the general interest of an efficient field service in the Vietnamese govern-

ment, we have been observing the Refugee Commission in its operations through-

out the country. This period of research has proceeded with the full coopera-

tion of the Commissariat and of the Resettlement Division, USOM, and it was

initiated upon the request of the Commissioner General. The suggestions

included in this report are offered in the hope that they will be helpful in

organizing the field staff of the Commissariat so that it can discharge its

responsibilities to resettle and rehabilitate refugees from communism in an

efficient and expeditious manner.

The information upon which these suggestions are based was collected

through a period of intensive research. Forty-three villages were visited

throughout the various regions of Viet Nam. Officials concerned with refugee

affairs ware interviewed in ten provinces in Central and South Viet Nam and

the P.M.S. It was discussed with two governors. In each village and in

each province, information was gathered through the use of a formal interview

as well as through direct observation and informal conversation.

The suggested organization is best understood in the context of several

basic assumptions. We assume, first of all, that the Pefugee Commission is

an organization created to handle a particular emergency which will come to

an end with the re-integration of the refugeus into normal social, economic,

and governmental channels. We also assume that the basic method of solving

refugee problems in the future will be through the use of "projects, = i.e.,
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oaretully planned work programs lIhioh wUl result in the rehabilitation of 

various segments of the refugee popul~ion. 

F:!.:n8J.ly, we assume that the general recolIIIIIsndations of our report on 

Refugee Commission Organization of August 6, 1955, wUl be put into opera.tion. 

It wUl be reca.J.led that a cent1'al. theme of that report _ the need tor 

decentralization in the activities of the Commission. 

ORGANIZATIONAL SUGGESTIONS 

One of the most striking facts about the Refugee Program is the diftering 

nature of the problem in various parts of the oountl'1. In, view of this it 

8e_ 1Iise to recCIl'IIIIelld a flexible organization for the Commission in all 

p1'QVinoes. Since the problema of the COI!lIld.ssion are most severe in South 

Viet Nam. our first suggestions apply to this area. 

1. The Refus!!i! Commission Field Qffioer. We recammend the creation of 

a Refugee CClIIIlIission field office in ea.cn of the provinces concerned with 

re~ probl_ in the South. This field office would be headed by a Field 

ot'ticer; and in the provinces lIhere the problEl!ll6 a.re most acute, he would be 

assisted by a field $taff of teohnicians, a.dmin1stre.tive personnel, and 

survey. teems. Five provinces in the South juetii)' a field staff of sane 

proportions-Bien Hca, Gia. Dinh, Tay Ninh, M;rtho, end Cholon. These five 

plus Bi:nh Thuen in South Central Viet Nam, making a. totsl of six provincos, 

require special treatment and s~d have ~u~te £ield ottices created. 

The other prov:inces lIIbere the refugee popula.tion is ID.Ullh smaller would not 

require large staffs. 

The Field Officer end those under his supervision would be employees of 

the COIIIldssariat and responsible to it. On the other hand, he would be 

101:ated in the province headq,uarters, a.nd he 1IOIlld be in close contact. witlt 
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carefully planned work programs which will result in the rehabilitation of

various segments of the refugee population.

Finally, we assume that the general recommendations of our report on

Refugee Commission Organization of August 6, 1955, will be put into operation.

It will be recalled that a central theme of that report was the need for

decentralization in the activities of the Commission.

ORGANIZATIONAL SUGGESTIONS

One of the most striking facts about the Refugee Program is the differing

nature of the problem in various parts of the country. In view of this it

seems wise to recommend a flexible organization for the Commission in all

provinces. Since the problems of the Commission are most severe in South

Viet Nam, our first suggestions apply to this area.

1. The Refugee Commission Field Officer. We recommend the creation of

a Refugee Commission field office in each of the provinces concerned with

refugee problems in the South. This field office would be headed by a Field

Officer; and in the provinces where the problems are most acute, he would be

assisted by a field staff of technicians, administrative personnel, and

survey teams. Five provinces in the South justify a field staff of some

proportions-Bien Hoa, Gia Dinh, Tay Ninh, Mytho, and Cholon. These five

plus Binh Thuan in South Central Viet Nam, making a total of six provinces,

require special treatment and should have adequate field offices created.

The other provinces where the refugee population is much smaller would not

require large staffs.

The Field Officer and those under his supervision would be employees of

the Commissariat and responsible to it. On the other hand, he would be

located in the province headquarters, and he would be in close contact with



~ .. the Province Chief and tho heads of services in the province. We suggest that 

;;' .. ~. adm1nistrativ<;; rt;htionships and communications be as follows: 

i' - ;.. .. 

1) The Rofugee GOlMlission Field Officer should Ilerve as Execllt~.ve 
SeCl"etl;.1'3r to til" pror...ncial commi tteo for refugees weh s!l<.uld 
be t!!ldcr the chnirca.n3hip of the Province Chief. Tho size and. 
COl'lpos;;.ti.on Lre t.o be detel'Jllined by the Province Chief. 

2) Th", Pror..n-::ial Committee should moot ""elt~r and have responsi­
b:!.::.1t:;'ca f." iulloW!!: (a.) Oeei1€: ~eneral policy matters for the 
retl.'gt'e 8: tucticn in the province. An example of the type of 
p::u.ley to be established would be the minimum standsrqs for 
jl.l.cigin/i, P.. vlll'1.gt> as self-sufficient within the prov'...nce. 
(n \ p~o\""."e 10-:' the OOO::-diMtion of provincial technical 
se::ovices GO tt."t ~hs;,r cJUl;J. b", of: ir.a.ximum use in sol'lri"lg ":.he 
re':q"e ,,1te~·t;en('y. (c) j'.CJr·pC io-;;o provinda.1 jUl·i::lCi~t.lon ·JoS 
se:"i'-~l.'f~~ Olm'.; ir..tegratcd ,.i1C."~;:'B the refugee catn;lS in vihich 
reha'JilitE.::.1c."1 ]::::'OJo"ts h&v4- ')(..en cQlnpluted. 

3) The Pro":.noe C:ri.e)~ s:,ould havo Il.:lthority to recol!IIL.ond to the 
Com!llissioner Goneral re.wova.1 vi refuge" oifice personnel in 
his l!r()".riIJ~v. F'lrth"rnore. ·he !3hculc.'. be comr.:1tc.d on the 
appoint::!.en'" 0;:" t'1" F~eld Offio"r. 

4) The l'ro'r~.n::€' "':l1i81' act.i.ng tht'Ough his cOll11!littee or individ1.<.ally 
as he d"sic'( '" 8':ocld t.d.ve l:.l.tthor!.ty t.o rece'!llllend approval or 
disaP1OI'O>a.L ::>~ fmj>1cts suJ:1Jrltted by th(. j<'ielc Officer to th., 
Cellt:--a::. Of"ic"l of t.':I9 Comm;Lsaa.r:l.a.t. In no cas.) shc'uld action 
by the }'ro7inCE' :::hi"r unduly delay the suhmiss::'.on of a projs.;)t 
plBn Ilir.ce the Field OUicer shol.'ld be autho:::-ized to 3Ubm.i.t a 
pro ,ject proPOSI!.l l:. ftcr a specified period no m3.tt.er wa t the 
Pro7ince :::l1i,,1" s act-ion lll!l.y boo In othel' .. ."rds. consulte.+,ion 
and cO!illlr..J.l'l..L::a+;iors het"'leetl the ProviIJ-:e Ohio1' and th3 Field 
O::fice!' on ea-::h :;roject IllUBt be 8.si3urod, .although .. ne ·bottJ.eneck 
CS:1- 1:;e <JJ.c..:ored to d ... ve1op. 

~l As can 00. src;.n lr':lll!. thew spe::i.fic suggestions, the F'ie:d Officer would 
~1-7 

~,': v·-.generallyf:oUow the policy gl).1CiP.ncfJ o.f the Provincia.1. Chief ill goocral 
:, 

~;. 
~.:; 

!It •. ,. responsible. t.c .. ~e ('omri S-'ianer Ge.:1er.:U. . The COIlIIIIi.ssicner ('""nel al .shou.1d.- call 

r·.· lOO)l'tbly- met..t.lllgs of t'1e T>ro';rince Cid.ete 1."2 "h'l!!C six pro;1.n·.es an'! u;:!e ::'1>.18 
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the Province Chief and the heads of services in the province. We suggest that

administrative relationships and communications be as follows:

1) The Refugee Commission Field Officer should serve as Executive
Secretary to tne provincial committee for refugees which should
be under the chairmanship of the Province Chief. The size and
composition are to be determined by the Province Chief.

2) The Provincial Committee should meet weekly and have responsi-
bilitics as follows: (a) Decide general policy matters for the
refugee situation in the province. An example of the type of
policy to be established would be the minimum standards for
judging a village as self-sufficient within the province.
(n) Provide for the coordination of provincial technical
services so that they could be of maximum use in solving the

emergency. (c) Accept into provincial juriodiction as
self-sufricient integrated villages the refugee camps in which
rehabilitation projects have been completed.

3) The Province Chief should have authority to recommend to the
Commissioner General removal of refugee office personnel in
his province. Furthermore, he should be consulted on the
appointment of the Field Officer.

4) The Province Chief acting through his committee or individually
as he desiress should have authority to recommend approval or
disapproval or projects submitted by the Field Officer to the
Central Office of the Commissariat. In no case should action
by the Province Chief unduly delay the submission of a project
plan since the Field Officer should be authorized to submit a
project proposal after a specificd period no matter what the
Province Chief's action may be. In other words, consultation
and communications between the Province Chief and the Field
Officer on each project must be assured, although no bottleneok
can be allowed to develop.

As can be scen iron these specific suggestions, the Field Officer would

generally follow the policy guidance of the Provincial Chief in general

matters concerning refugees. However, in his work he would be clearly

responsible to the Commiscioner General. The Commissioner General should call

monthly meetings of the Province Chiefs in these six provinces and use this

meeting as an advicory council on refugee matters in these key provinces.

Only sincere, and close cooperation between previncial
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i ;'. ~ autboritiee and refugee personnel cen the refugee emergency be alleviated for 

the country as a whole. 

Specific functions and responsibilities of the Field Officer irlclude: 

1) The d",'Velopment and stimulation of projects for rehabilitating 
refug~as throughout the province. 

2) The proc.essing of projoct proposals. He would serve as the 
cbamlel for Pl'elim:l.nary approval and through which projects 
would pass to the planni.ng oUico in Saigon. 

3) Serve a.s executivE> secretary to the provincial re.fugee cOllllllittee. 
As such he "WOuld keep the provincial a.uthorities infomed at 
their weekly zaeetinge a,nd ralate the overall policy of the 
province to the specific actions of hie staff. ~;e 'Would maxi­
mize the uSE.1'ulness of the provincial teahnica.l services through 
his relation to the province administr&tion. 

4) The scheduling of work of su.."Vey teams in t.'l.e pl"O"rince. 

5) The expenditure of funds in lind with approved project budgets 
end the! mnnterumce of recot'ds in connection with project 
:iJnp1.em .. nt..ation. 

6) The classific&tion of villagos as self-sufficient in cooperation 
with provincial Quti,orities as projects are completed end inte­
gratio!:: cen occur. 
I 

It shout~ be clear from the scope of those specific functions that the 

Field Oi'i'icer w.I.ll be the crucial f"...gure in pro'l,-incial refugee affairs. He 

w.I.ll have overall rosponsihilities for Refugee Commission matters in the 

province, and he ,,'W become fam4 i:iar with all facets of refugee affairs in 

the provinoe. 

2. ~ Fie:d Offioe. In the six provinoes having a substuntiaJ. refugoe 

.: :-population, the f1e"cI. office ll:1lst include sufficient. pcrsanncl to devctlop a.nd 

process rehalrlllt,,..t.ion projects, to daR.}. with routine rei'ug.)e matters, to 

carry out projeots after they ha.ve be·3n approved, end to reclassify villages 

as self-suffioient when tho projects are compl"ted. These activities will 

require different t.ypes of organization in the six provil'lCes. We suggest that 
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authorities and refugee personnel can the refugeo emergency be alleviated for

the country as a whole.

Specific functions and responsibilities of the Field Officer include:

1) The development and stimulation of projects for rehabilitating
refugees throughout the province.

2) The processing of project proposals. He would serve as the
chanuel for preliminary approval and through which projects
would pass to the planning office in Saigon.

3) Serve as executive secretary to the provincial refugee committee.
As such he would keep the provincial authorities informed at
their weekly meetings and relate the overall policy of the
province to the specific actions of his staff. He would maxi-
mize the usefulness of the provincial teahnical services through
his relation to the province administration.

4) The scheduling of work of survey teams in the province.

5) The expenditure of funds in line with approved project budgets
and the maintenance of records in connection with project
implementation.

6) The classification of villages as self-sufficient in cooperation
with provincial authorities as projects are completed and inte-
gration can occur.

It should be clear from the scope of these specific functions that the

Field Officer will be the crucial figure in provincial refugee affairs. He

will have overall responsibilities for Refugee Commission matters in the

province, and he will become familiar with all facets of refugee affairs in

the province.

2. The Field Office. In the six provinces having a substantial refugee

population, the field office must include sufficient personnel to develop and

process rehabilitation projects, to deal with routine refugee matters, to

carry out projects after they have been approved, and to reclassify villages

as self-sufficient when the projects are completed. These activities will

require different types of organization in the six provinces. We suggest that
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the following be considered Il.8 e. typical field otfice o~an1u.tion. (See 

Appendices A and. B.) 

1) The field otfice in all Us activities should be under the con­
trol of the Refugee COIlIIlission P'1eld Otticer in the province. 

2) The field office ahouldoontain a planning division (for the 
dEMitlopmlnt of p:ojectll). and an 1mplemfllltation division (for 
the caX'l'1ing oq,t of approv~ project.). Each ot these divisions 
will be in close tcu.ch vith it.s correspond.in& divisions in 
Saigon. (See 4ppend1.ces A. and B.) 

j) The field offiQe show.Q: contain a pool of techniciac.s who wi..ll 
be available in the devel<>punt "and execution of rehabUHe:,;io,"l 
projects. 

4) The field office should ~ta1.n a division of adminJ 9t.rative 
services. Included in this division would be the accoUltin'i 
office which wuld keep records on the various pro.i6cts bl>lng 
earned out in the prov1nce. the personnel offiee -tJ.ich 1;elLa. 
handle personnel mattol'a in the field offi ee, tte trlj.l'Sllort~tivn 
office, and other administrstive serv:lce oUicet; !'IIdch I!U.ghv be 
important in the specii'tc province. 

The field offic(.ls in the six lI10st important provine 65 ;/C'lle', iJn af st1b-

0, " etant1al size, but the field officcs ma.intained in t.'1e othGr prc.vinces would 
.' , 

beakeletoa, orgallizations with lIIost of the 1IIQrk being done by the £bld 

'S, officer-himself. Even in. the six PriJtrl.l7' prov:\.rlc08 (Bien Hoa, Tay Nir.h, Gi:!. 

D1nh t Cholon., M;yt.ho. and Binh 'l'huan). the size of the organ;lz8'tion shou.ld be 

kept in-chec.k and personnel. shifted When neccssarr from one proville e to 

~. The field office should not limit itself to headquarters, and it 

should . .not. hesitate to establisr. -.pc!1'f. "7 '!:,"<\ncb offices in the midst of the 

reflIge.ell to gain a better undeMtandixlg q.f tr.o progress being n.ade. 

~" polled. or a. group of ~c1a.ns. It seEmS tha.t 11101'6 etfectiVI) use could be 

, ~_'J:'," ""i~ ',';; 
./. 
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the following be considered as a typical field office organization. (See

Appendices A and B.)

1) The field office in all its activities should be under the con-
trol of the Refugee Commission Field Officer in the province.

2) The field office should contain a planning division (for the
development of projects), and an implementation division (for
the carrying out of approved projects). Each of these divisions
will be in close touch with its corresponding divisions in
Saigon. (See Appendices A and B.)

3) The field office should contain a pool of technicians who will
be available in the development and execution of rehabilitation
projects.

4) The field office should contain a division of administrative
services. Included in this division would be the accounting
office which would keep records on the various projects being
carried out in the province, the personnel office which would
handle personnel matters in the field office, the transportation
office, and other administrative service offices which might be
important in the specific province.

The field offices in the six most important provinces would be of sub-

stantial size, but the field offices maintained in the other provinces would

be akeleton-organizations with most of the work being done by the field

officer himself. Even in the six primary provinces (Bien Hoa, Tay Ninh, Gia

Dinh, Cholon, Mytho, and Binh Thuan), the size of the organization should be

kept in-check and personnel shifted when necessary from one province to

another. The field office should not limit itself to headquarters, and it

should not hesitate to establish money branch offices in the midst of the

refugees to gain a better understanding of the progress being made.

3. Survey Teams and Technicians. One of the main sources of project

proposals should be the operation of survey teams under the administrative

control of the field office. We suggest that survey teams need not be com-

posed of a group of technicians. It seems that more effective use could be
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aade of the llm1ted number of teohnical personnel IWl project. could be 

. 4eveloped more rapidly i1' the fol.l.c.!win« 1l1l'tem be etrtabl18hed for SU1"'I61 

~1,:~ operat.1ons I 

~ .. ' 1) A. surY81 team should e<mS1st of on", or possibl:y tlolO men of 
ig:i It~ O<I:lpetance. The ~ membera 'WOuld be thoroughl:y 
i~~"" ~ar with all types of' TillAge problems, and the team lOuld 
'f;:"'· " be in constant touch with the villages within its area. 
~}~~p ~ . 
: -'~o: 2) The S11.l"1ey teAl!! loIOuld ha.ve aa ite main purpose the stimulation 

of project Pl".>poeals. It woul(I loIOl'k with village leaders and 
try to get their ideas into 8pec1fio propoeals • 

.3) The team loIOuld be able to draW.on the pool of technical. exp lI't'J 
available in the province field office lIhen the project bel"'lg 
proposed required. techn1cal. kno'ldedge. These experts would be 
brought together mm I*'ovincia.l /I.Il4 Saigon souroee. 

4J As manySUl"Vey teams as need.lld.ahould be operating in as'3ig'luO 
areas of the province at one t.:lme. Host of their tim:;.. """.J.1 be 
epent in temporary field offices 'Which they wou::.d ostubU.sh in 
the midst of refugee areas. 

One of the prqIIIems wt.ich ca.me to ouratteat1on du:ring our obs£.r'i/!l.tic.n of 

I'Q1'ugee IIftai 1'& .. the shortage of tectmiCaJ.~. Our S1:rvoy team 

suggesticms are :l.ntend.ed to maxim1~ the usa.fu1.ness of «lCisting techlliciana. 

Va .tu,rt.h.el"·suggest that a similar 1XlOl ot t&dm1e1.a.na be ma:intain.ed in SIl.ifIO' • 

. ud that they be. COOl'di.nated. and IllAOe am] able on short-term assignmonw to 

-pro'l1ncial,i'1e.1..d, o!!ices sa needa dictate. Tb.1s~treJ. pool a.IllI bI:: made up . 

or technicians- on. on~--a.sai~ant ..from the techn:l,oaJ. mill:iIItr:\.J3B in Saigon 

'or 11'tl111. other borrowed SOl.lrCaS-. . By pool i ng tec.Im:!.eaJ. halp.at the pro lincial 

].we]. and ~,their use 1IIithin the prov:I.nc.e t.ill"otIgh. toe field ottics 

. and. bY estabJjshing,a &imfler ~ pool in Saigon, tho ahort<1.ga of 
, . , 

~ technicjAns can be overcome. 

~ -

4. Village Self-Help. One..of tbe-1IIO'St encouraging . .fiISpect.s of the 

ref\I&AA program. is the &Xtent to which lIOIIIe of the villages 'lftlX'e found to be 
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made of the limited number of technical personnel and projects could be

developed more rapidly if the following system be established for survey

operations:

1) A survey team should consist of one or possibly two men of
general competence. The team members would be thoroughly
familiar with all types of village problems, and the team would
be in constant touch with the villages within its area.

2) The survey team would have as its main purpose the stimulation
of project proposals. It would work with village leaders and
try to get their ideas into specific proposals.

3) The team would be able to draw on the pool of technical experts
available in the province field office when the project being
proposed required technical knowledge. These experts would be
brought together from provincial and Saigon sources.

4) As many survey teams as needed.should be operating in assigned
areas of the province at one time. Most of their time would be
spent in temporary field offices which they would establish in
the midst of refugee areas.

One of the problems which came to our attention during our observation of

refugee affairs was the shortage of technical personnal. Our survey team

suggestions are intended to maximize the usefulness of existing technicians.

We further suggest that a similar pool of technicians be maintained in Saigon

and that they be. coordinated and made available on short-term assignments to

provincial field offices as needs dictate. This central pool can be made up

of technicians on one-yearassignment from the technical ministries in Saigon

or from other borrowed sources. By pooling technical help at the provincial

level and coordinating their use within the province through the field office

and by establishing a similar well-coordinated pool in Saigon, the shortage of

technicians can be overcome.

4. Village Self-Help. One of the most encouraging-espects of the

refugee program is the extent to which some of the villages were found to be
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, 
.. ',tb1nld.ng through their own problama and dweloping plans for their improvement. 
~ ," ,-

',;1fEI suggest that the Refugee COIIIIIIission encourage this type of self-analysis 

I' 

'and selfoohelp by tak1ng the follOldng stt:1PSI 

1) The surVey teams and fiald officer ~ each province should see 
that each village 06tablishee the equivalent of a self-help 
cOlllllittee. 

2) The survey team 1IIOuld 'l«>rk with this conmittee in stimulating 
its thinking and planning for a self-sufficient village. The 
team or other representatives of the provincial field office 
would visit the committee regularly Il/ld bring to its attention 
successes that have boen ra;lized in neighboring village!; • 

.3) The conm1ttoe should be encouraged to draw up specific plane 
and sul:lmit them through channels for rehabilit<'l.ting the village. 

4) The camnittee should stud;y the axisting legel requirements that 
a. refugee camp -would have to meet to oacollla a regular v:Ulage. 
This should hasten the: movement of authority from the B'l'iritu'lJ. 
leaders to the civic officials. 

The field personnel should be encouraged to dwelop in wery wa·y possible 

a pi:l.UDaoph,y of encouraging and assisting those liho are try:l.ng to help them­

salvee. U this philosophy can be developed, the refugee situation ~r.iJJ. 

improve very rapiclJ.y throughout the country. 

S. The, Situatianjn other Proy1ncee. Most of our s\lggestions up to 

th1s. point·~ with the six heavilypopul.a.ted provinces in South and South 

cent~ Viet Ham. U the problem could be solved in these..six provincee, 

',,' containing t1llO thirds of the total. re.tugaepopulation, the national re:t'ugoo 

. emergenCY would largely disappear. However, S!ll!le' attention lII1ll'>t be devoted. 
l' 
;'<t " 

z" " to other areas as well. The folloldng s.uggeatians apply to t!1e areas ~ 
r: '-
i' 
;:., do not have .<UHlevere prob1ams as the six provinces. 

I' 
, .. .. 

1) In the Plf>1lIld Central Viet Nam (with the exception of Ph'll! 
Thiet), the problans e.N such that the present systOlll 'Cli adm1n­
istrat.1on should be cvntinuoo. It should be mad" clear, how­
ever, that during the next I<iix montha a gr-d.dual tratlSit:ton 
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thinking through their own problems and developing plans for their improvement.

We suggest that the Refugee Commission encourage this type of self-analysis

and self-help by taking the following steps:

1) The survey teams and field officer in each province should see
that each village establishes the equivalent of a self-help
committee.

2) The survey team would work with this committee in stimulating
its thinking and planning for a self-sufficient village. The
team or other representatives of the provincial field office
would visit the committee regularly and bring to its attention
successes that have boen realized in neighboring villages.

3) The committee should be encouraged to draw up specific plans
and submit them through channels for rehabilitating the village.

4) The committee should study the existing legal requirements that
a refugee camp would have to meet to become a regular village.
This should hasten the movement of authority from the spiritual
leaders to the civic officials.

The field personnel should be encouraged to develop in every way possible

a philosophy of encouraging and assisting those who are trying to help them-

selves. If this philosophy can be developed, the refugee situation will

improve very rapidly throughout the country.

5. The Situation in Other Provinces. Most of our suggestions up to

this point-deal with the six heavily populated provinces in South and South

Central Viet Nam. If the problem could be solved in these six provinces,

containing two thirds of the total refugee population, the national refugee

emergency would largely disappear. However, some attention must be devoted

to other areas as well. The following suggestions apply to the areas which

do not have as-severe problems as the six provinces.

1) In the PMS and Central Viet Nam (with the exception of Phan
Thiet), the problems are such that the present system of admin-
istration should be continued. It should be made clear, how-
ever, that during the next six months a gradual transition



should be made to turn over the administrative resJ>onsibllity of 
the RefUgee COlIIlDission to exiating provincial. and/or regional. 
authorities. 

2) In both Central. Viet Nam anti the PMS., specific procedures should 
be established for processing and developing projects. These 
procedures should be well publicized IIIIIOng the refugee camps and 
Refugee COllll11ission personnel, and thinking should be oriented 
toward the project approach • 

.3) In the provinces of South Viet Nam that do not have large refugee 
populll.tions, the field oftice will be a very small but active 
agency, The Field Officer will have responsibilities similar to 
those in t.he six provinces, but he will not have the staff needed 
for the larger operations. 

4) A large share of the time in the provinces of the South which do 
not have large refugee popu1ationll would be spent ill e::<c"'lllining 
resettlement possibilities ar~ working throttgh coordinators in 
Saigon who would be arranging resettlement Qf refugees fl'OLl 
heavily populated provinces. 

SOllIe of the provinC"lS which do not now have large populations of .refugees 

will increase their number of refugees as the months pass and Nsott:emmtt 

continues. However, as each village is resettled, the project d"3siglJ shculd 

De complete. It should cover not on:Ly the transfer of refugees '01:t Il.lso 

specifia plans for rehabilitation so that ldthin a reasonable lcmgth of time 

the village can be classified as self-sufficient and th~ vlilage integrated 

into the regular provincial structure. 

6. Responsibilities of ~ CommiSS1'.riat 1!! Sl.l.iJl:on. Certain activities 

of the COIIIlIissariat in Saigor. 110;;"0 related directly to "tho suggestio:1S for a 

field organization. The fol1o~'ling stlgg"fltions are offared as a supplement to 

our report of August 6, 1955, .In view of the fact. that Il. field o.~ganization 

must depend heavily on the e&ntral office if it is to be effectiYe. 

1) In both the Directorate of Planning and the Direct:>ret" of 
Resettlement, there should be cr::lated several "rovi'1.g ccordi­
nators" or "expeditorsll who spenJ most of their ti.n1'J ollts~.<ie 
Saigon, though they would be responsible to the cen~r~l office. 
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should be made to turn over the administrative responsibility of
the Refugee Commission to existing provincial and/or regional
authorities.

2) In both Central Viet Nam and the PMS, specific procedures should
be established for processing and developing projects. These
procedures should be well publicized among the refugee camps and
Refugee Commission personnel, and thinking should be oriented
toward the project approach.

3) In the provinces of South Viet Nam that do not have large refugee
populations, the field office will be a very small but active
agency. The Field Officer will have responsibilities similar to
those in the six provinces, but he will not have the staff needed
for the larger operations.

4) A large share of the time in the provinces of the South which do
not have large refugee populations would be spent in examining
resettlement possibilities and working through coordinators in
Saigon who would be arranging resettlement of refugees from
heavily populated provinces.

Some of the provinces which do not now have large populations of refugees

will increase their number of refugees as the months pass and resettlement

continues. However, as each village is resettled, the project design should

be complete. It should cover not only the transfer of refugees but also

specific plans for rehabilitation so that within a reasonable length of time

the village can be classified as self-sufficient and the village integrated

into the regular provincial structure.

6. Responsibilities of the Commissariat in Saigon. Certain activities

of the Commissariat in Saigon are related directly to the suggestions for a

field organization. The following suggestions are offered as a supplement to

our report of August 6, 1955, in view of the fact that a field organization

must depend heavily on the central office if it is to be effective.

1) In both the Directorate of Planning and the Directorate of
Resettlement, there should be created several "roving coordi-
nators" or "expeditors" who spend most of their time outside
Saigon, though they would be responsible to the central office.
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2) The "roving cOQrdinator" lIIJUld be in constant touch 'With the 
province Field Offi cers and survEIl" team personnel and the 
refugees themselves, and he would get to know their problems 
and aotivities thoroughly. 

3) His function lIIJUld be 1fo facilitate communications, assist in 
breaking bottlanecks as they ooeur in the field or in the 
central office in Saigon, speed up the refugee IWogram in &:flY 
way possible. . 

4) Since he wUld be in constant touch with both the centrnl offioe 
and the field pereonnel 'Within his /lX'ea, he would be able to 
keep bo'h informed of the aotivitiea and thinking of tl:le othel'. 
As an eXpeditor, he could be held responsible by his S:.ig:m 
office for prolol!8Qd e1ow-d01lll.S in the work OCCurrLl.e: il' a 
specifio province beoausQ of poor aaninistri"tive I?Ci;jO.l a.ic·ng 
tho line of communioations. 

In addition to suggesting the creation of tho "roving coordlnator" 

position, we suggast several other matters which would havo to bo worlted into 

the Saigon office of the Commissariat. P'or example, the Director of Pla.nning 

lIhoUld have responsibility for thinking through the overall m.."l.rkr ting <'.lid 

manufacturing ~ituation relative to refUg~e rehabilitation proj~cts. If he 

finds that too many rot'ugoe villages are plamling to llndartake n. oart"in 

type of hanclicre£t project or 5111!1,1l-eoale· maIlUfaatm"ing Oll<:erpri:;;e, he shculd 

inform tbem-of tile. overc:t'O'Ylded=ket oond:ltions th~t hu ~s 4i.soonrsd and 

suggest altemativ..:,s tv th 00,. Th:ls type of oveTaJ 1 p1.<l.nn;;.n g j'u...'<"t-".nn .sho111d 

be attended to by pe2'SO:1ll~ in t.'1e Saigon of'fice. since it can bfl dor.G <:.~. ;',0 

othel' level~ AnothGl' JIIil.ttor 'Which can be haudlod or~y throu,-;h t.b.e (}e~it.~·"i. 

the C~e.t l!lllS't see to it that f~ilitias contil1ll.C tc Lyif't fvr 1 e-

eett.litlg rsf1lglj69 fran one provinoe to another sinoe chis jo:) 00urt !! .. )t ~e 

done w.i.thout o.entre.l coordination. Pema.ps the flrov:L"lg coordi:n,:. tor" ""UU!. 

help here. 
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2) The "roving coordinator" would be in constant touch with the
province Field Officers and survey team personnel and the
refugees themselves, and he would get to know their problems
and activities thoroughly.

3) His function would be to facilitate communications, assist in
breaking bottlenecks as they occur in the field or in the
central office in Saigon, speed up the refugee program in any
way possible.

4) Since he would be in constant touch with both the central office
and the field personnel within his area, he would be able to
keep both informed of the activities and thinking of the other.
As an expeditor, he could be held responsible by his Saigon
office for prolonged slow-downs in the work occurring in a
specific province because of poor administrative action along
the line of communications.

In addition to suggesting the creation of the "roving coordinator"

position, we suggest several other matters which would have to be worked into

the Saigon office of the Commissariat. For example, the Director of Planning

should have responsibility for thinking through the overall marketing and

manufacturing situation relative to refugee rehabilitation projects. If he

finds that too many refugee villages are planning to undertake a certain

type of handicraft project or small-ecale manufacturing enterprise, he should

inform them of the overcrowded market conditions that he has discovered and

suggest alternatives to them. This type of overall planning function should

be attended to by personnel in the Saigon office since it can be dore at no

other level. Another matter which can be handled only through the central

office is the inter-provincial resettlement project. The Salpon office of

the Commissariat must see to it that facilities continue tc wist for le-

settling refugees from one province to another since this job could not be

done without central coordination. Perhaps the "roving coordinator" could

help here.
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PROCEDURAL SUGGESTIONS 

In addition to tho above suggestions which relate diroctly to tho organi­

ution of the Commission in the field, our observations of the past three 

'. weeks suggest certain procedures that should be encouraged in the Comrn..1ssion. 

1. :ll!£.!!!SI. 2! SRocil'ie Sohedules. Since the work of proposing and 

, implemanting rehabilitation projects of necessity requiros action at several 

levels of tho refugee organization, it is important that the project nctivity 

doss not slow down unduly at anyone point in the communications chain. We 

suggest the use of routing slips att~ched to each proposal with dates of 

action required at each point. Tho COlIJlll.issariat should establish realistic 

maximum periods for action on project proposals, and it should see that these 

deadlines are not violated. 

2. Flexibility. As was mentionel in the August 6 report, fiexibility 

~in use of personnel should be a. rule in the Commissariat. Assignment of 

teobnicians on a short-torm basis out of the central pool, trMsforring of 

; , personnel from. one field office to andther as problems change, a'1d increasing 

or decreasing the size of a. provincial field office staff to meet needs as 

they develop should be part of tho regular operating procedure of tho 

Cammissariat. This 'WOuld not only make most effective use of personnel, but 

it 'WOuld also a.ssure against any field office growing merely for the sake of 

growth. 

,'3. Dnphasis 2.!l Field Activities. Field personnal should work in the 

field. \ie suggest that Field Officers in the provinces stimula.te through 

. their own activities the type of thinking which will encourage their pcr­

,-" 'sonnel to view a normal dayls a.ctivityas a day working outside his officu 

I'{.}:, ,l!ith refugee problems in the field. This is particularly true of the survey 

y:; 
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PROCEDURAL SUGGESTIONS

In addition to the above suggestions which relate directly to the organi-

zation of the Commission in the field, our observations of the past three

weeks suggest certain procedures that should be encouraged in the Commission.

1. The Use of Specific Schedules. Since the work of proposing and

implementing rehabilitation projects of necessity requires action at several

levels of the refugee organization, it is important that the project activity

does not slow down unduly at any one point in the communications chain. We

suggest the use of routing slips attached to each proposal with dates of

action required at each point. The Commissariat should establish realistic

maximum periods for action on project proposals, and it should see that these

deadlines are not violated.

2. Flexibility. As was mentione.i in the August 6 report, flexibility

in use of personnel should be a rule in the Commissariat. Assignment of

technicians on a short-torm basis out of the central pool, transferring of

personnel from one field office to another as problems change, and increasing

or decreasing the size of a provincial field office staff to meet needs as

they develop should be part of the regular operating procedure of the

Commissariat. This would not only make most effective use of personnel, but

it would also assure against any field office growing merely for the sake of

growth.

3. Emphasis on Field Activities. Field personnel should work in the

field. We suggest that Field Officers in the provinces stimulate through

their own activities the type of thinking which will encourage their per-

sonnel to view a normal day's activity as a day working outside his office

with refugee problems in the field. This is particularly true of the survey
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~., teams, but it 18 true of technical p!>rsonnel and personllel engaged in imple-

menting projects as wall. 

4. Emphasis.2!l Char.nele. Perhe.ps the most important procedural suggee­

- tion that we can make is the need for the use of regulAril!:ed channels of 

"""""Ulicat.ion in the retugoe program. The COIl'IIIlissioncr GGneraJ. and hie etaff 

.: should eea to it that refugee affaire flow th~ tho field offices to thoir 

,attention and that refugee leaders do not consider it normal to come directly 

to Saigon with their problems. This can be done only if all central office 

- personnel roolize the need for regularized channele and perhaps the best way 

- ': to impress them with this need is by ElX1'llIIPle of tho top lovel personnel in the 

l , 

:.> 

.,' , 

ec.nissariat. Since the "roving cooMinator" provides an extra. channel. as it 

is, the establishment of other informal channels would create unending 

edlai.nistrat.i. va difficul ti as. 

S. Records ~ Inspection. In a e<mse the "roving coordin"(tor" provides 

& means of inspection that can be used to gre.'\t advantage. In adc'.ition, how-

ever" the Inspector \knersl will be ablG to irwP0Ct project ilnplomanta';ion by 

~1ning the records maintained l.n field offices. Since "ach Pl'oj<:ct [\s it 

18 approved wlll have an approved budget attached to it, th(. rn"':oeJtor General 
~,- -;: '" !k ,vUl have little trouble in eJQlJldning financial controls and recor:!:3. l'U.:th'lr­
~, -

~-' mon. perfol'lllA!lce wlll be a m!l.in elCIOOnt in tht tota.l inspection 5C!.'--,lJ. That. 
~ 

{;!, 
~ 1&; provinces 'Which are showing results in terms of comploted project,s and 
~ 

I_~~ :~:::~:~:~t::o~::~es within tho budget ,~tB Md~.:.,! ~o th,cm 

~" 
~ •.. ; '. 6. Per!1onnaJ. Reassignment. Tho Ccmmissnriat should take ste,s "11'":-

~., ilatolJ' to reduce its central offioe staff. Eva17 effort should be m;.(o ,." 

~e these experienoed personnel in th0 nowl..- created fi"J.d positions. 
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teams, but it is true of technical personnel and personnel engaged in imple-

menting projects as well.

4. Emphasis on Channels. Perhaps the most important procedural sugges-

tion that we can make is the need for the use of regularized channels of

communication in the refugee program. The Commissioner General and his staff

should see to it that refugee affairs flow through the field offices to their

attention and that refugee leaders do not consider it normal to come directly

to Saigon with their problems. This can be done only if all central office

personnel realize the need for regularized channels and perhaps the best way

to impress them with this need is by example of tho top level personnel in the

Commissariat. Since the "roving coordinator" provides an extra channel as it

is, the establishment of other informal channels would create unending

administrative difficulties.

5. Records and Inspection. In a sense the "roving coordinator" provides

means of inspection that can be used to great advantage. In addition, how-

ever, the Inspector General will be able to inspect project implomentation by

examining the records maintained in field offices. Since each project es it

is approved will have an approved budget attached to it, the Inspector General

will have little trouble in examining financial controls and records. Further-

more, performance will be a main element in the total inspection school. That

is; provinces which are showing results in terms of completed projects and

completely rehabilitated refugees within the budgot limits cosigned to them

are obviously doing a good job.

6. Personnel Reassignment. The Commissariat should take steps into

iiatoly to reduce its central office staff. Every effort should be made TO

utilize those experienced personnel in the nowly created field positions.
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The Refugee Commission will have a unique personnel problem as it becames 

more and more obvious that the harder fl4IOple work, the closvr they come to the 

end of their jobs. Since the Refugee Commission will reduce in size as the 

refugee problem becemea less s(.'Vere, the Commission must give 80llID thought to 

building incentives end stimulat.illg good morale emong its employees. 1'10 

suggest that a.s good employo(;s noproach the (md of their jobs, the Comnlissioll 

looate a.ppropriate positions elsewhere in Saigon or the provl.nc'i)8. These 

reassignments should be well publicized so th:l.t employJos of the Cornndssion 

realize the,r will be well treated if they do a good job. 

7. Putting These ~OIlIIIlendations l!:!!:£ Efi'~. Tho Field Administration 

teBlll of the YJ.chigan State University techniclll nssistance project is pX'epared 

to review these recommendations from time to time to clear up possibly obscure 

points as well as to discuss and work out previously unanticipated problems 

that might develop a6 implementation begins. Moreover, the team is prepa.red 

to apond time \«Irking diroctly with the Commission to hdp implement these 

reoommendations. An i.1I)Cr"t.&nt prt of ~JI'plli'rr.:lllt!l.tion may be th,;: in··sarvicc 

training of Commission p"rsoIL1'1(;I, and the team ca.n providtl help cn personnel 

training and retraining problcrr:s. In 1].<:Qltion, the tep.rn is read;. tv r"viuw, 

in collaboration with tho Commission, the implementation of th".:;o ... "co:llll;ell':!il-

tiona at any time within the n..oct, six !llOnths in order to lend i'u:--t'1( l' impotus 

It has been clea.r from our observations of refugee villages i'l.;r; )J'ficials 

that a large job has b;;;en done \\o:!.th a good deal of skill and e.bili1:.~-. The 

refugees represented a ctmllenge to the gave=nt l41ich it has nlct ",n c"'ue 

liJin an admirable mrumer. We sincerClly hope thr.t our suggestions Ina.;,' a;ob";' .:..:, 

the continuation of an excellent job as it entuI'S :1. now phase of ik 01 Cl"LtJ.(,n . 
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The Refugee Commission will have a unique personnel problem as it becomes

more and more obvious that the harder people work, the closer they come to the

end of their jobs. Since the Refugee Commission will reduce in size as the

refugee problem becomes less severe, the Commission must give some thought to

building incentives and stimulating good morale among its employees. We

suggest that as good employees approach the end of their jobs, the Commission

locate appropriate positions elsewhere in Saigon or the provinces. These

reassignments should be well publicized so that employees of the Commission

realize they will be well treated if they do a good job.

7. Putting These Recommendations Into Effect. The Field Administration

team of the Michigan State University technical assistance project is prepared

to review these recommendations from time to time to clear up possibly obscure

points as well as to discuss and work out previously unanticipated problems

that might develop as implementation begins. Moreover, the team is prepared

to spend time working directly with the Commission to help implement these

recomendations. An important part of may be the in-service

training of Commission personnel, and the team can provide help on personnel

training and retraining problems. In addition, the team is roady to review,

in collaboration with the Commission, the implementation of these recomenda-

tions at any time within the next six months in order to lend further impetus

to putting the accepted recommondations into effect.

It has been clear from our observations of refugee villages and officials

that a large job has been done with a good deal of skill and ability. The

refugees represented a challenge to the government which it has met in case

in an admirable manner. We sincerely hope that our suggestions may ausion in

the continuation of an excellent job as it enters a now phase of its operation.
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