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Review of 

Recommendations Conoerning proposed 

Field Organization or the Commissariat-General for Refugees. 

PREFACE 

With the agreement and full oooperation of the Commissariat-General 

for Refugees (COII.IGAL or the Refugee Commission), our TeSlll undertook I. . 
review of field organization six month a after submitting our report of 

September 20, 1955. In this study we bave tried to measure the desre,e of 

aoceptMoe wh,ioh has been accorded in practioe to those euegestions. At 

the outset the MSU Team would like to und~rscore the fact that those pro­
posals for a field organization were not exclusively "ours" b:r origiu. 

Instead they represent in large weaeure the ideas of refugee leaders in 

the villages, provincial officials, and COMIGAL sto.f'f-£lembers, as revealed 

in interviews and conversations. 

One or the two prinCipal sources of information for this review has, 

been a seriee of visits to field offices'by a joint committee or "trouble­

!!hooters" representing COMIOAI., USOAt. M'"D };ISU. DurinG these visi to, which 

began on Maroh 22, 1956, the field representatives of COMIGAL have been 

invited to introduce their problems for general diecuasion. The seoond 

prinoipal source has been a series of interviews in Saigon and in the pro­

vinces which members or the MSU Team have conducted wi t!l COMIGAL :field riaf:f''' 

Rara we based the interviews upon a prepared questionnaire, one for eaah 

of the pOSitions in the COMIGAL field office. Avoiding any duplication of 

visits, we baa arrived at nearly oomplete coverage by June 10, 1956. The 

researoh phase ended with informal interviews and conversations at the cen­

tral servioea of COMIGAL during which we tried to fill the gaps in our 

information, which bocame a;parent only after the field trips. 

" , ! 

The recOlllIllandations contained in the report of September 20, 1955 were ",' 

liried under two hendingsl Organizo.tional SUggestions, with six sub~headi~lh', 

and Procedural Suggestions, wit:l seven sub-headings. In Part I of this 

raview we shall oonsider the impact 0:(' those propos::Ils, and in t::'e same 

order. In Part II we shall offer some ideas concerning operations in the 

:future. 

Review of 

Recommendations Conoerning proposed 

Field Organization or the Commissariat-General for Refugees. 

PREFACE 

With the agreement and full oooperation of the Commissariat-General 

for Refugees (COII.IGAL or the Refugee Commission), our TeSlll undertook I. . 
review of field organization six month a after submitting our report of 

September 20, 1955. In this study we bave tried to measure the desre,e of 

aoceptMoe wh,ioh has been accorded in practioe to those euegestions. At 

the outset the MSU Team would like to und~rscore the fact that those pro­
posals for a field organization were not exclusively "ours" b:r origiu. 

Instead they represent in large weaeure the ideas of refugee leaders in 

the villages, provincial officials, and COMIGAL sto.f'f-£lembers, as revealed 

in interviews and conversations. 

One or the two prinCipal sources of information for this review has, 

been a seriee of visits to field offices'by a joint committee or "trouble­

!!hooters" representing COMIOAI., USOAt. M'"D };ISU. DurinG these visi to, which 

began on Maroh 22, 1956, the field representatives of COMIGAL have been 

invited to introduce their problems for general diecuasion. The seoond 

prinoipal source has been a series of interviews in Saigon and in the pro­

vinces which members or the MSU Team have conducted wi t!l COMIGAL :field riaf:f''' 

Rara we based the interviews upon a prepared questionnaire, one for eaah 

of the pOSitions in the COMIGAL field office. Avoiding any duplication of 

visits, we baa arrived at nearly oomplete coverage by June 10, 1956. The 

researoh phase ended with informal interviews and conversations at the cen­

tral servioea of COMIGAL during which we tried to fill the gaps in our 

information, which bocame a;parent only after the field trips. 

" , ! 

The recOlllIllandations contained in the report of September 20, 1955 were ",' 

liried under two hendingsl Organizo.tional SUggestions, with six sub~headi~lh', 

and Procedural Suggestions, wit:l seven sub-headings. In Part I of this 

raview we shall oonsider the impact 0:(' those propos::Ils, and in t::'e same 

order. In Part II we shall offer some ideas concerning operations in the 

:future. 

Review of

Recommendations Concerning Proposed

Field Organization of the Commissariat-General for Refugees.

PREFACE

With the agreement and full cooperation of the Commissariat-General

for Refugees (COMIGAL or the Refugee Commission), our Team undertook a

review of field organization six months after submitting our report of

September 20, 1955. In this study we have tried to measure the degree of

acceptance which has been accorded in practice to those suggestions. At

the outset the MSU Team would like to underscore the fact that those pro-

posals for a field organization were not exclusively "ours" by origin.

Instead they represent in large measure the ideas of refugee leaders in

the villages, provincial officials, and COMIGAL staff-nembers, as revealed

in interviews and conversations.

One of the two principal sources of information for this review has

been a series of visite to field offices by a joint committee of "trouble-

shooters" representing COMIGAL, USOM, AND MSU. During these visito, which

began on March 22, 1956, the field representatives of COMIGAL have been

invited to introduce their problems for general discussion. The second

principal source has been a series of interviews in Saigon and in the pro-

vinces which members of the MSU Team have conducted with COMIGAL field staff.

Here we based the interviews upon a prepared questionnaire, one for each

of the positions in the COMIGAL field office. Avoiding any duplication of

visits, we had arrived at nearly complete coverage by June 10, 1956. The

research phase ended with informal interviews and conversations at the cen-

tral services of COMIGAL during which we tried to fill the gaps in our

information, which became apparent only after the field trips.

The recommendations contained in the report of September 20, 1955 were

listed under two headings: Organizational Suggestions, with six sub-headings.

and Procedural Suggestions, with seven sub-headings. In Part I of this

review we shall consider the impact of those proposals, and in the same

order. In Part II we shall offer some ideas concerning operations in the

future.
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SUMMARY OF FINDINGS 

Our report or September 20, 1955 listed three baaio aasumption~ 

underlying the proposals for a field orgnnization. 

1. The temporary nature of COMICAL. This assumption is still 

valid, and it raises questions for the future, wh10h will 

be oonsidered in Part II. 

2. The use of projects for eroup resettlement of refugees, ~h1B' 

Resumption too is still valid. This ohosen instrument haa 

sreat1y influenoed administration of the resettlement prosram' 

1n the field, for until projects had received final approval, 

and until funds were released for execut1on, there was uo 
praotioal neoessity t6 build a field organization, 

) •. Aooeptance and implementation of the recommendatione concezA­

tdg reoreanizntion of the central services at COMICAL, as 

listed in our report of August 6, 1955. The report emphasilt4 

the need 'for deoentralization of activities. Broadly ~&~ 

~;, th1s assumption has been confirmed by events., See our 

review of March 27, 1956. 

The present rev1ew has revealed aubstant1al implementation of the prOM 

po,ala for a f1eld organi~ation. Due to a recent' change, however, it 1s 

neoessary for us to reserve any opinion concerning the new administrative 

maohiner,r for project execution. This point of difficulty will be examined 

in Part I. 

OUr frequent contacts and continuing association with the Refugee Oom­

mi •• 1on over a period of nearly a year have made it possible for us to ob-, 
serve prosre •• 1n resettlement at close range. We have been impreseed b1 
the cal1bre of leadership wh1ch has carried the progra~ forward to a .tage 

where the goal is now in view, despite the scope and complexity of the OpS1"­

.. ~_ The MSU Team is happy to have ~ad the opportunity to work alongside 

OOMlaAL and USOM 1n this challenging cause. 
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SUMMARY OF FINDINGS 
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and until funds were released for execution, there was uo 
praotioal neoessity t6 build a field organization, 

) •. Aooeptance and implementation of the recommendatione concezA­

tdg reoreanizntion of the central services at COMICAL, as 

listed in our report of August 6, 1955. The report emphasilt4 

the need 'for deoentralization of activities. Broadly ~&~ 

~;, this assumption has been confirmed by events., See our 

review of March 27, 1956. 

The present review has revealed aubstantial implementation of the prOM 

po,ala for a field organi~ation. Due to a recent' change, however, it is 

neoessary for us to reserve any opinion concerning the new administrative 

maohiner,r for project execution. This point of difficulty will be examined 

in Part I. 

OUr frequent contacts and continuing association with the Refugee Oom­

mi •• ion over a period of nearly a year have made it possible for us to ob-, 
serve prosre •• in resettlement at close range. We have been impreseed b1 
the calibre of leadership which has carried the progra~ forward to a .tage 

where the goal is now in view, despite the scope and complexity of the OpS1"­
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SUMMARY OF FINDINGS

Our report of September 20, 1955 listed three basic assumptions

underlying the proposals for a field organization.

1. The temporary nature of COMIGAL. This assumption is still

valid; and it raises questions for the future, which will

be considered in Part II.

2. The use of projects for group resettlement of refugees. This

assumption too is still valid. This chosen instrument has

greatly influenced administration of the resettlement program
in the field; for until projects had received final approval,
and until funds were released for execution, there was no

practical necessity to build a field organization.

3. Acceptance and implementation of the recommendations concern-

reorganization of the central services at COMIGAL, as

listed in our report of August 6, 1955. The report emphasised

the need for decentralization of activities. Broadly

ing this assumption has been confirmed by events. See our

review of March 27, 1956.

The present review has revealed substantial implementation of the pro-

posals for a field organization. Due to a recent change, however, it is

necessary for us to reserve any opinion concerning the new administrative

machinery for project execution. This point of difficulty will be examined

in Part I.

Our frequent contacts and continuing association with the Refugee Com-

mission over a period of nearly a year have made it possible for us to ob-

serve progress in resettlement at close range. We have been impressed by

the calibre of leadership which has carried the program forward to a stage

where the goal is now in view, despite the scope and complexity of the oper-

The MSU Team is happy to have had the opportunity to work alongside

COMIGAL and USOM in this challenging cause.
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REVIEW O~ OROJJHZATION1.I, SlJGGES':IgpS 

1. The Refugee Commisillion Field Of':t'ic\?.F. . 
" \ . 

A. Fol101ll'lng our suggestion th" Cot1ll:.lisso:r.ir;t hns est.;'olished afield 

repreaentstil'EI under the name of "Provincial DolaC(1te" 1:1 thoso areal!! whAl1'e' 
,,< the problem or resettlement is acute, includine ..1;110 e5x provincea w:!3,ioh we,-, 

named, 111Iln-4Io/l., Gia-D~nh, T@y-Ninl:., !;r:t'-Tho, Cholon, 3'inh...ll'hu~,n. A,ppl'Clt-.,,: 

:bIIIt/I:eII.T:,' two-thirds of the refugeel.'J are n0'<7 loc(,tvd there. 

ll. Adm1n:l.strat1ve relntiouehipEl and COfWL1T,1icRtions linking the l'rovin- . . . 
0181 Ddeee.te and his staff' with tha perma.nont prOTfi::lCi',l ;;)'lthoritiCI!, on 

t'he one hana, and with the Refugee COf.l:,lillsian, 0" t",e ot!ler, rafloct the .. ·1 
IIUIa at OIU' suggeetiolls, after allowanoo is me,de f,-:;r variations in the enYi.,.· ,,(;' 

..•.. ~ rODlllent. 

(1). We found t~t a Provillcb.l Commi ttCG for RefUGees heno.3d by 

the Chief of Province, has OeGll, Cr02,'Gei', i~ every provi!loo . J~ 
"ut it s',1dom meets -- perhaps i.~~ 

only onoe a mont!J. or at irregule.r in·Gervals -- 1:> de~'GrencG : ", 

where there is a ~iold office! 

to the or01ll'ded schedules of the, l)l'Ovl.::lCial aut~ori ties. Here 

only t!lO form of' our prolOosal ho.rJ :000:; ·ncocuted. I:1owGver, it 

s.Yl'oara t!lat the I)Ubntallce of coon:l1.1,:ttio:1 ;111ll been assured 

'b7 other me!'!.na. 

In general the Province Ch~,efs have author'izod direci.· commu-
• 

nioat10n between t!J.e C01HG1,L delegate and t:CH) chief::; of the 

technical aervictHu pu1.Jl:tc Vlorks, ~ __ enl-th!, ,~t£;T.'ic\dt· .. TrGSl atc. 

In 'llle.n;r cases !l da;r-to-day imorl'<al contG.ct of t!ld kind will 

torest.:lll the need for croctin&, z. feI"lfE: ::'n which the COMIG,AL 

field officer oan reeul'1rly disCUflS t.", ~ p:rc)b].c;JS of' resettle­

lIIent wi t!l lende:::-s in the permmlC::lt p:oovl!lci, .• l 2,dr,l~n,i.<,-t:;,'at1ot\. 

We suggest hO'll'o'1er that the '1o.lu(; of t,~" Iro,:":c:a).D.l COi:ln1i ttee, . 

ae a. forum for eoordir~.tine ro£'Cl.c;oe rf'lJot";lomc:t wl,tl-. lonow· 

term provil1citll pl~:..nl1il!L" ,>;/ill 1:10 C 01](.' :·U'.C:r'OHRi ' __ .;).j' eYld311t .. 

with the general ohif":; f:::-om :Jrojeo'~ :;>;,"l.m.~',:;' to p,:,ojcct eXQ-

",":)~~ 
~ ~ 
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REVIEW OF ORGANIZATIONAL SUGGESTIONS

1. The Refugee Commission Field Officer

A. Following our suggestion the Commisscriat has estallished a field

representative under the name of "Provincial Delegate" in those areas where

the problem of resettlement is acute, including the six provinces which we

named: Bion-Hoe, Gia-Dinh, Tay-Ninh, My-Tho, Cholon, Binh-Thuan. Approx-

instally two-thirds of the refugees are now located there.

B. Administrative relationships and communications linking the Provin-

oial Delegate and his staff with the permanent provincial authorities, on

the one hand, and with the Refugee Commission, on the other, reflect the

sum of our suggestions, after allowance is made for variations in the envi-

ronment.

(1). We found that a Provincial Committee for Refugees headed by

the Chief of Province, has been created in every province

where there is a field office; but it soldon meets perhaps

only once a month or at irregular intervals -- in de: erence

to the crowded schedules of the provincial authorities. Here

only the form of our proposal has been executed. However, it

appears that the substance of coordination has been assured

by other means.

In general the Province Chiefs have authorized direct commu-

nication between the COMIGAL delegate and the chiefs of the

technical services: public works, health, agriculture, etc.

In many cases a day-to-day informal contact of that kind will

forestall the need for croating a forum in which the COMIGAL

field officer can regularly discuss the problems of resettle-

ment with leaders in the permanent provincial administration,

We suggest however that the value of the Provincial Committee,
as a forum for coordinating refugee resettlement with long-
term provincial planning, will become increasi sity evident

with the general shift from project planning to project exo-

cution. We were encouraged to find all unqualitied coroptanoo
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of the role which the Provincial Committee 

mining When a refugee village is ready for 
• .~ _~, ,; cf(; 

Ea:rly in Decem~er 1955 the Commisaioner-G<lneral invited the.';!"! -", .. ,«,. 
, .' ,\ -"; ~ 

Province Chiefs concernod to iii .meeting in Sni8'On dur1nB' whi<*:1i'lI! 

members of the MSU Team explained the recommendations tot' a:, :..-.~~ 
~ >,>:: 

field organizntion. The Province Chiefs agreed to the e.t .... ;.;<~ 

UJltmlGnt· of the field offices and also agreed to limitthe:1r':·r:~ 
;~>j 

fiscal control, in general, to a post-audi t. At the end. of" .. , ..... : .. : .. -.,;., ••...• ::,~.,~.:, .. ~ ... :. 
Way 1956 the Commiasioner-G<lneral convened the first 1n a c .. ,:~ 

series of monthly moetingo with his Provincial Delegates. to~ 

. discuss problems and dov&lopmonts of general interest. 

C. The Report specified six functiona and responsibilities, among O'Iihe"':',)J 
for the Provincial Delegate. Tho ll?,st one concerned classification Ctf re- ,.1 
f'ugee villQ(lQ1J as ordinary villages integrated into the life of the provinc.,· i'~ 
11; has not ;yet been put to the test. It nppears however that the PrOV.1l1alal .. ' "i 
Delegate has in practice been charged with the first four: development .of 

projects, prooessing the.proposed projects, serving as executive secretazr 

to the Provincial Committee, and scheduling the work of survey teams. 

(1). The fifth item in this liat of proposed functiona and real'on-,.' 

sibilities tor the Field Officer concerns expenditur~ of t1u:J4a,: 
) .. 

and maintenance of reoords in project execution. ! recent 

change in the funding procedure hilS created a doubt whether, 

the Field Ofi'icer will be able to exercise an sd.miniatra.UV8 .' 

oontrol commensurate with this responsibility. This is th~ , 
. , ';·f. 

point of difficulty which was noted in the Summary E!.. Findi •• ' i< 

On May 22, 1956, the Dopartment of Finance ond USQM proposed 

a new funding procedure to the Commissioner-Ganeral with the 
purpose of expediting t!le flow of funds to approvod projeots .. :' 

and simplifying the ncccuntill6 function. Certainly, fundins:~'~~~ 
prooedures do not enter into tho scope of t!lis study unleSs.:~):p 
administration is directly- af'fected. IVe hava noted tlw,t ,the ':";,,;,, 

.. -":, <'-1", 
proposed By-ster.! would grant to an elected governmental ~ .,.~::,; 

. ~ ':".- '-r~~}~ 
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of the role which the Provincial Committee can play in deter-

mining when a refugee village is ready for integration.

(2). Early in December 1955 the Commissioner-General invited the

Province Chiefs concerned toa meeting in Saigon during which

members of the MSU Team explained the recommendations for a

field organization. The Province Chiefs agreed to the estab

lishment of the field offices and also agreed to limit their

fiscal control, in general, to a post-audit. At the end of

May 1956 the Commissioner-General convened the first in a

series of monthly meetings with his Provincial Delegates to

discuss problems and developments of general interest.

C. The Report specified six functions and responsibilities, among others,

for the Provincial Delegate. The last one concerned classification of re-

fugee villages as ordinary villages integrated into the life of the province)

1t has not yet been put to the test. It appears however that the Provincial

Delegate has in practice been charged with the first four: development of

projects, processing the proposed projects, serving as executive secretary
to the Provincial Committee, and scheduling the work of survey teams.

(1). The fifth item in this list of proposed functions and respon-

sibilities for the Field Officer concerns expenditure of funds

and maintenance of records in project execution. A recent

change in the funding procedure has created a doubt whether

the Field Officer will be able to exercise an administrative

control commensurate with this responsibility. This is the

point of difficulty which was noted in the Summary of Findings.

On May 22, 1956, the Department of Finance and USOM proposed

a new funding procedure to the Commissioner-General with the

purpose of expediting the flow of funds to approved projects

and simplifying the accounting function. Certainly, funding

procedures do not enter into the scope of this study unless

administration is directly affected. We have noted that the

proposed system would grant to an elected governmental body,
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Village Administrative Committee, oontrel ofaxpenditurea 
within the budget. Necesearily this Committee would de014e', '.': 
upon the plan of action for e:z:ecutina the projeot. Thill pi~n:; 
was emended to limit the area of deoieion for whioh the Vll- c, 

lage Administrative Committee would be responsibls and alBo 
to devies additional oentrole aeainllt waete and miaa.PllUoati~:, 
of publio funds. Here the Provincial Delegnte would pl81 an: 
important role. As emenaed the new funding procedure went 
into effect on June 16, 1956. It is too early to eatim,ate. 
whether the Provinoial Delegnte'll effeotivell.en hal! suf'fel'9d : 

, '. 
from thie :partial tranater of functions to the Villaee A.dm1- . 

',- -

nistrative Committee. In prino1ple, a oommittee ie not well 

suited to tho job of exeoution; for responsibility is dif_ 
fused. 

~' .. -.. ~ 

2. Field Offioe. 
! ' 

Field Offices, operating under the direot control of the Provinoial 
Delegnte, have been estab11shed in substantial oonformity with our lIuggeB­
tionll. The planning division ie represented by a Planning Officer, and, 

the lInplementation di'l"1sion ill represented by one or more Center Chi ate, 
follow1ns a geographical grouping developed by USOM. All the basic function 
of a Center Chief is project axeoution, his position is challenged e~n 
more directly than the position of the Provincial Delegate by the grant at 
11lnited fisoal autonomy to the Village Adminilltrat1ve Committee. In gen8l'i!J. .',,! 

the field offices have not been large enough to oall for a separate adminie-'~. 
t~atiTe services seotion, but the accounting function has alwaYII been pre~ ',~ :t 
lIIent. 

The Regislleur-CcmRtable or agent accountant hae been a key figure in 

pl'oject 1mplemeptation. Until he was named, no money could be spent. Unde~' 

the ,new funding eYlltel!l, the Rem,eeeur.,comptable will be replaced by a Callh-: ,{ 
:te.: and various eub-CalllUnr~ who disburse funds on the authorization of the :.: .::.' 

Vlllage Adminilltrative Committee. ,;~; 

Unavailability of technicimle in sufficient numbers has unfortuna~e17' 
prevented the establishment of a pool of technicians at the field offioe. :~>,~~ 

,~:'l;;~ 
,Ji~ 

" ~;~,~~ 

\ 
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Village Administrative Committee, control of expenditures
within the budget. Necesearily this Committee would decide

upon the plan of action for executing the project. This plan
was amended to limit the area of decision for which the Vil-

lage Administrative Committee would be responsible and also

to devise additional controls against waste and misapplication

of public funds. Here the Provincial Delegate would play an

important role. As amended the new funding procedure went

into effect on June 16, 1956. It is too early to estimate

whether the Provincial Delegate's effectiveness has suffered

from this partial transfer of functions to the Village Admi-

nistrative Committee. In principle, a committee is not well

suited to the job of execution; for responsibility is dif-

fused.

2. Field Office.

Field Offices, operating under the direct control of the Provincial

Delegate, have been established in substantial conformity with our sugges-

tions, The planning division is represented by a Planning Officer; and

the implementation division is represented by one or more Center Chiefs,

following a geographical grouping developed by USOM. As the basic function

of a Center Chief is project execution, his position is challenged even

more directly than the position of the Provincial Delegate by the grant of

limited fiscal autonomy to the Village Administrative Committee. In general
the field offices have not been large enough to call for a separate adminis-

trative services section, but the accounting function has always been pre-

sent.

The Regisseur-Comptable or agent accountant has been a key figure in

project implementation. Until he was named, no money could be spent. Under

the new funding system, the Regisseur-Comptable will be replaced by a Cash-

for: and various sub-Cashiers who disburse funds on the authorization of the

Village Administrative Committee.

Unavailability of technicians in sufficient numbers has unfortunately

prevented the establishment of a pool of technicians at the field offices
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or at the Commissariat. 

). S\lrv'el Team. 

Raving in mind the apparent lUIavailability of technioalpersonnel, w1l' 
are he.ppy to oongratulate the Commissa.riat tl.Ild its field staf'f UpOll their' 

auooesl in preparing a suffioient number of acceptable projeots to c~ver 
the reoo~ refugee villages. We have found !leveral instanoes where t~ 
Provincial Delegate or the Planning Officer oonducted the survey himself 

with the assistanoe, as available, of the provincial teohnical services., 
The results appear to justify our sugge!ltion t!Jat the survey team' oQuld 
ocmsist of persons of general competenoe rather than teohnioians. It w~la'~. 
have been eaey to do nothing and then to blame the impasse in projeot' pl"'::, , 

lUng upon a shortage ,of teohnioal perlilonnel. ,FortlUlately, the Commissaria;t,l •. 

field personnel have demonstrated skill and inaenuity in oVerooming that 

hendioo.p. 

4. VillaS'! Self-Help. 

In general, the village administrative oommittees have funotioned as 
self-help oommittees by assisting eurvey teams in the development of projecile. 
Wow, with the'adoption of a new funding system, this Committse will become 

the foous tor projeot exeoution /iIS well. Wherever ultimate responsibility 
may be placed, in the leBal sense, the day-t()liodq decisions as to what is 

, . 

to be done next will be made at the village level; and the suooess of these,. ' 

projeots for resettlement will largely depend upon the good sense and dedi_ 
oated service of the elected oommittee-mernbers to their fellow-refugees. 

5~ The Situation in Other Provinoes. 

The Commissariat has established field offioes in several provinoes 

besides the six already named, 

a; In South Viet~am-- Thu~au-MOt" Baria and Cap st. Jaoques, 
Soc-Trt1ng and Cb..u:'hd and Bac-Lieu, and at the Cal-s4n proje~ 
in Long-Xuyen and Rach-Gia. 

b. In the PMS-- Ban-Me-Thullt, Haut Donnai and Dalat, and at the 
La..,~ga Projeot in the .Rau~ Donn&i. The office Of the COMIGAL 

• 
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or at the Commissariat.

3. Survey Team.

Having in mind the apparent unavailability of technical personnel, we

are happy to congratulate the Commissariat and its field staff upon their

success in preparing a sufficient number of acceptable projects to cover

the recognized refugee villages. We have found several instances where the

Provincial Delegate or the Planning Officer conducted the survey himself

with the assistance, as available, of the provincial technical services.

The results appear to justify our suggestion that the survey team could

consist of persons of general competence rather than technicians. It would

have been easy to do nothing and then to blame the impasse in project plan-

ning upon a shortage of technical personnel. Fortunately, the Commissariatis

field personnel have demonstrated skill and ingenuity in overcoming that

handicap.

4. Village Self-Help.

In general, the village administrative committees have functioned as

self-help committees by assisting survey teams in the development of projects.

Now, with the adoption of a new funding system, this Committee will become

the focus for project execution as well. Wherever ultimate responsibility

may be placed, in the legal sense, the day-to-day decisions as to what is

to be done next will be made at the village level; and the success of these

projects for resettlement will largely depend upon the good sense and dedi-

oated service of the elected committee-members to their fellow-refugees.

5. The Situation in Other Provinces.

The Commissariat has established field offices in several provinces

besides the six already named:

In South Viet-Nam-- Thu-Dau-M8t, Baria and Cap St. Jaoques,a.

Soc-Trang and Can-Tho and Bac-Lieu, and at the Cai-San project

in Long-Xuyen and Rach-Gia.

b. In the PMS Ban-Me-Thust, Haut Donnai and Dalat, and at the

La-Nga Project in the Haut Donnai. The office of the COMIGAL
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B&gionul Delegate in Dalat has recently been ,aboliahed, 1'01.,., 

lQWing the recommendation in the report. 

0, In Central Viet:"'Nam - Khallh-Hon. The of'fioe of' the COO GAL A 

Regional D\llegate in Hue h!ls also been abolished.-

In provinces where no COMIGbL field of'fioe has been establiehed, the' , ' 
, \' <:; 

Bureau of' Refugee Afi'aire, which is a pnrt of' the provincial administrQtlOll~,l~j 
, '; '< 

has assisted the Village Administrative Committees in developing pr~jeote~;"i 
'-' ',:~t4 

Rere the number of refugees involved is considerably sma.lJ.er. c':.'?ti 
The three projects at Cai-S.m, llan-Me-Thuet, and LIl-Nga are designed .',: ... :.~! 

to exploit untouohed or abandoned tra.cts. They offer the possibilit;y -of·,,' "',,: 

roloca.ting and rehabilitating thousands of refugees who are now located· in 

unsatisfaotory sites, as is often the case in the six: provinces. The Oom­

missariat merite high pra.ise for nesiening !l high priority to these devaL., 

O;p!lSnt..; projects. One of the amendments to the new funding procedure 

exempted those three projects outright, und !llso oxempted now refu~e 

settlements tempora.rily from applica.tion of'. the new system based on the 

Village Administrative Committee. 

6. Responsibilities of tho Commissariat in Saigon. 
, .:) 

a) Although the Commissariat accepted in principle the role of' "roVing ~t1 
ooordinatora" or "rovinll expedi tors" to work in tho field from a base ~t c, .:' :~~~~ 

,COKlGAL and to break bottlenecks in project planning and projeot exeout~~>:~ 

nons have been appointed as yet. Up to now, the joint COMlGAL-USOM...wm c,~~, 
" l' 'r or~"" 

.-ving team of "trouble-shooters" has been able to give sooe service at . 'r~ . . 
this kind. With tho growine number of approved projeots, however, the need, 

for tull-time aervice in the field will beoome moro and more pressing. We 

sue~est that now is the time i'or oareful definition of the Coordinator'. 

job, utilizing tho experience of rooent months in project exeoution, and, 

for prompt apPOintment of viffOrous candidates. 

.. ,' 

< 

b) We have not found a &ystematio and continuing effort at the Commie- ';,; 

snriall to estimllto the cllpacity of' markets to absorb additional produotipn <:b'i 
trom refugee souroes und consciously to (l'Uide produotion of crops and B004.;~~~ 
away from uneoonomic channala toward more prof'itable undertakings. As a "'.::JI 

~ e rIt-
, .. , 'ffJ' . ., 

, ' .:{.i£ 
. .~ 

". '~:~~i 
'·~ .. ,t~~ 
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Regional Delegate in Dalat has recently been abolished, fol-

lowing the recommendation in the report.

c. In Central Viet-Nam - Khanh-Hoa. The office of the COMIGAL

Regional Delegate in Hue has also been abolished.

In provinces where no COMIGAL field office has been established, the
Bureau of Refugee Affairs, which is a part of the provincial administration,
has assisted the Villago Administrative Committees in developing projects.
Here the number of refugees involved is considerably smaller.

The three projects at Cai-San, Ban-Me-Thu8t, and La-Nga are designed
to exploit untouched or abandoned tracts. They offer the possibility of

relocating and rehabilitating thousands of refugees who are now located in

unsatiafactory sites, as is often the case in the six provinces. The Com-

missariat merits high praise for assigning a high priority to these devel.

opment projects. One of the amendments to the new funding procedure

exempted these three projects outright, and also exempted now refugee
settlements temporarily from application of the new system based on the

Village Administrative Committee.

6. Responsibilities of the Commissariat in Saigon.

a) Although the Commissariat accepted in principle the role of "roving

coordinators" or "roving expeditors" to work in tho field from a base at

COMIGAL and to break bottlenecks in project planning and project execution,

none have been appointed as yet. Up to now, the joint COMIGAL-USOM-MSU

roving team of "trouble-shooters" has been able to give some service of

this kind. With the growing number of approved projects, however, the need

for full-time service in the field will become moro and more pressing. We

suggest that now is the time for careful definition of the Coordinator's

job, utilizing the experience of recent months in project execution, and

for prompt appointment of vigorous candidates.

b) We have not found a systematic and continuing effort at the Commis-

sariat to estimate the capacity of markets to absorb additional production

from refugee sources and consciously to guide production of crops and goods

away from uneconomic channels toward more profitable undertakings. As a
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result, it is not surprising that our interviews in the field revealed 

marketing problems in some provinoes. On the othor hand it is dlstinot17 
possible that tho refumees would have ignored, in practice, good teohnio~1 
advice :t'rom'COlUGAL in favor of continuing traditional handiorafts or pl~ : . 

,~',; 
ing-.: the usual crops. While external subsidies are available, the nelld to" ,'~~ 

adjust produotion to suit market conditione ie temporarily disauieed. 
. <::'~, 

REVIEW OF PROCEDURAL SUGGESTIONS 

1. The Use of Specifio Sohedules. 

a) The Commiesariat haB not adopted routing slips specifyill8 dates c:t ' 
aotion as a technique for expediting the flow of work. However, records 

avo.llabl& to us indicllte, .on tho bisis of random sampling, that a spread of 

only 7-12 days intervened between the arrival in Saigon of a draft projeot 

f'~om a field offioe and submission of the proposal to USOM. The Plann1ng 
DiviSion at OOMIGAL ueod the interval to review the project and, if neoes~ 

sar,y, to soale down requests so ae to. meet the established standards. We 
have had no wBY of measurine whother the work of survey teams in develop1ng 

projeote would have been expedited by the adoption of speoifiO sche~ule •• 

b) On the Ilide of project Gltecution, it appears that the sto,ge of f~", 

" 

, , 

, 
. , 

,~ and nominating a Regisse'!j.r...comptable who would be acceptable professi.- " 

aut,", to the Department of FiMnce used to require rul average of 30 'da,ys. 

In the new fundine system this pOSition h~s been down-graded to that at a 
Oashier, a step which should eliDinate this,maJor source of dela,y. 

2. ' Flexibility. 

The Commissariat haa demonstrated a oommendable flexibility in the use 
at available personnel. In regard to central offioe stoff this point is 
developed in sub-headine ~o. 0: Personnel Reassignment. In some oasss 
administrators and technicians who were already working at province head­

quarters have been assigned or made temporarily available to the field of­

fices. We did not find any inatnncee of "empire-buildine" or amassing 

superfluous personnel in the field offices. 

Flexibility should be subordinate to efficiency_ In principle the MSU 

Team recommends that employment of part-time personnel be kept to a min:l.mw!lt, . 

" 

.. 
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result, it is not surprising that our interviews in the field revealed

marketing problems in some provinces. On the other hand it is distinctly

possible that the refugees would have ignored, in practice, good technical

advice from COMIGAL in favor of continuing traditional handicrafts or plant
ing. the usual crops. While external subsidies are available, the need to

adjust production to suit market conditions is temporarily disguised.

REVIEW OF PROCEDURAL SUGGESTIONS

1. The Use of Specific Schedules.

a) The Commissariat has not adopted routing slips specifying dates of

action as a technique for expediting the flow of work. However, records

available to us indicate, on the basis of random sampling, that a spread of

only 7-12 days intervened between the arrival in Saigon of a draft project

from a field office and submission of the proposal to USOM. The Planning

Division at COMIGAL used the interval to review the project and, if neces-

sary, to scale down requests so as to meet the established standards. We

have had no way of measuring whether the work of survey teams in developing

projects would have been expedited by the adoption of specific schedules.

b) On the side of project execution, it appears that the stage of

ing and nominating a Regissepr-Comptable who would be acceptable profession-

ally to the Department of Finance used to require an average of 30 days.

In the new funding system this position has been down-graded to that of a

Cashier, a step which should eliminate this major source of delay.

2. Flexibility.

The Commissariat has demonstrated a commendable flexibility in the use

of available personnel. In regard to central office staff this point is

developed in sub-heading No. 6: Personnel Reassignment. In some cases

administrators and technicians who were already working at province head-

quarters have been assigned or made temporarily available to the field of

fices. We did not find any instances of "empire-building" or amassing

superfluous personnel in the field offices.

Flexibility should be subordinate to efficiency. In principle the MSU

Team recommends that employment of part-time personnel be kept to a minimum,
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especially in the use of functionaries w~lO have concurre'C.tly c full-time,' 

appointment in a peIW2.J;l.mt department or",r, prov2.nce hGad,:ct~rters. 

tho,se officials can usually offer professic,wl com]?etenca, there is a great' , ' 

danger that they would resolve all conflicts in allotine t,wir time and. 

effort in favor of the career appointment to the dis:'.dvantaee of 'G~le teJll:o' 

porary aeency. 

]. Emphasis on Field. Activities. 
, ~" 

In eeneral we found an encourasin1l' readinosa on t~le pc.rt of COIUGALfielJ::\;,: 
;, ~ 

sto:f'f to leave their deiSks at province headqurlrtero and to work direotly, ,'" .'i 

with the refuGees on, frequent visits to their Yillaces. We hav() already, 

called attention' in this paper to 00:,:18 of the resul to of this C011strlJ.ctiv~ 

attitude. 

I -.r" 

" ~, 
- •. 'l,; 

4. Emphasis on Ch,,,nnole. " :"] 
J. ~; 
. .!'~ 

. ';«ji 
A creater emp-'laeis on tCle use of c::nnnels of conmuni.cctions h"-s beoome" "i 

poasiblewith decentralization of COMIGAL activities. How that the b'llk of 

administrative and fiscal docisions are made in t~le fiold, r8fugGa leader", 

are far less likely to depart from c::annels cnd carry" problem dir">otly' 

to Saigon. In rDcent visits to t'le R~fu6oe Comlnission we have nottced that 

the w!:\i tine; rooms are rJuch less crmvdcd tClan t~1ey v:ere last Autumn. 1m 01:- ,(C 

ficial at COMIG1.L summed up the changed situation by referrins dryly to the ".:," 

proverbial attraction of sU1l'ar for flies. 

5. Reoords and Inspection. 

The Inspector.General from COMIGAL haa always had access to records ma1n": y 

tllined in the villllees and in tl1e fj.eld offices. Uador the new funding 8YS-

tam, those records and receipts whic'1 indicdo pC'cjcct execution at the vil~ 

laee level will romain in the custody 0= the V7,llaeo Administrative ,Collllllittee:" 
'_. ;: I" 

Only 0. SUII1tlory, tlOnthly proeress rO:l)ort \7tll he sent for:f2.:'''cl i"J.:rm this Com-" '~- ~:, 

mi ttea to provincial headquarters, CGlCGAL and l'SO:,i. It vlill thorofore be-
.<C 

come increllSinB'ly important for 'bhe Inspector-Genoral to !,a7" sufficient 

personnel to visit t:lf:l refUGee villn.C8.'3 an(l CGn'iCl"'3 fr'JClUent2.y." Hixed iw ........ <\':~g 
."",. 

spection teams from COMIGAL and USOM 1V~,11 meas\J.':'" '~j,,"l'urse:neE~s aec.inet actual':)) 

achievements. The USOlI[ Field ReprOfl01YC,,,tive, tClG :JOYinG Coordin",tor, and' ':> 
,.. , 

~,. 

" 
7 

especially in the use of functionaries w~lO have concurre'C.tly c full-time,' 

appointment in a peIW2.J;l.mt department or",r, prov2.nce hGad,:ct~rters. 

tho,se officials can usually offer professic,wl com]?etenca, there is a great' , ' 

danger that they would resolve all conflicts in allotine t,wir time and. 

effort in favor of the career appointment to the dis:'.dvantaee of 'G~le teJll:o' 

porary aeency. 

]. Emphasis on Field. Activities. 
, ~" 

In eeneral we found an encourasin1l' readinosa on t~le pc.rt of COIUGALfielJ::\;,: 
;, ~ 

sto:f'f to leave their deiSks at province headqurlrtero and to work direotly, ,'" .'i 

with the refuGees on, frequent visits to their Yillaces. We hav() already, 

called attention' in this paper to 00:,:18 of the resul to of this C011strlJ.ctiv~ 

attitude. 

I -.r" 

" ~, 
- •. 'l,; 

4. Emphasis on Ch,,,nnole. " :"] 
J. ~; 
. .!'~ 

. ';«ji 
A creater emp-'laeis on tCle use of c::nnnels of conmuni.cctions h"-s beoome" "i 

poasiblewith decentralization of COMIGAL activities. How that the b'llk of 

administrative and fiscal docisions are made in t~le fiold, r8fugGa leader", 

are far less likely to depart from c::annels cnd carry" problem dir">otly' 

to Saigon. In rDcent visits to t'le R~fu6oe Comlnission we have nottced that 

the w!:\i tine; rooms are rJuch less crmvdcd tClan t~1ey v:ere last Autumn. 1m 01:- ,(C 

ficial at COMIG1.L summed up the changed situation by referrins dryly to the ".:," 

proverbial attraction of sU1l'ar for flies. 

5. Reoords and Inspection. 

The Inspector.General from COMIGAL haa always had access to records ma1n": y 

tllined in the villllees and in tl1e fj.eld offices. Uador the new funding 8YS-

tam, those records and receipts whic'1 indicdo pC'cjcct execution at the vil~ 

laee level will romain in the custody 0= the V7,llaeo Administrative ,Collllllittee:" 
'_. ;: I" 

Only 0. SUII1tlory, tlOnthly proeress rO:l)ort \7tll he sent for:f2.:'''cl i"J.:rm this Com-" '~- ~:, 

mi ttea to provincial headquarters, CGlCGAL and l'SO:,i. It vlill thorofore be-
.<C 

come increllSinB'ly important for 'bhe Inspector-Genoral to !,a7" sufficient 

personnel to visit t:lf:l refUGee villn.C8.'3 an(l CGn'iCl"'3 fr'JClUent2.y." Hixed iw ........ <\':~g 
."",. 

spection teams from COMIGAL and USOM 1V~,11 meas\J.':'" '~j,,"l'urse:neE~s aec.inet actual':)) 

achievements. The USOlI[ Field ReprOfl01YC,,,tive, tClG :JOYinG Coordin",tor, and' ':> 
,.. , 

7

especially in the use of functionaries who have concurrently a full-time

appointment in a permanent department or at province headquarters. Although

those officials can usually offer professional competence, there is a great

danger that they would resolve all conflicts in alloting their time and

effort in favor of the career appointment to the disadvantage of the tem

porary agency.

3. Emphasis on Field Activities.

In general we found an encouraging readiness on the part of COMIGAL field

staff to leave their desks at province headquarters and to work directly

with the refugees on frequent visits to their villages. We have already

called attention in this paper to some of the results of this constructive

attitude.

4. Emphasis on Channels.

A greater emphasis on the use of channels of communications has become

possible with decentralization of COMIGAL activities. Now that the bulk of

administrative and fiscal decisions are made in the field, refugee leaders

are far less likely to depart from channels and carry a problem directly

to Saigon. In recent visits to the Refugee Commission we have noticed that

the waiting rooms are much less crowded than they were last Autumn. An of-

ficial at COMIGAL summed up the changed situation by referring dryly to the

proverbial attraction of sugar for flies.

5. Reoords and Inspection.

The Inspector-General from COMIGAL has always had access to records main-

tained in the villages and in the field offices. Under the new funding sys-

tem, those records and receipts which indicate project execution at the vil-

lage level will remain in the custody of the Village Administrative Committee,

Only a summary, monthly progress roport will be sent forward firm this Com-

mittee to provincial headquarters, COMIGAL and USOM. It will therefore be-

come increasingly important for the Inspector-General to have sufficient

personnel to visit the refugee villages and centers frequently. Mixed in

spection teams from COMIGAL and USOM will measure disbursements against actual

achievements. The USOM Field Representative, the Roving Coordinator, and
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the Provinoial Delegate or his staff will need acoess to reoords in the 

villages and oenters. In order for t!l.ese various oontrols to opero.te~ ef- ~ '"~I 

feotively ~d without mutual interferenoe, it will be neoessary for the 

inspeotors to notify the Provinoial Delegnte in advanoe of their visits 
I 

=d to observe striotly the limitations of their sphere of'interest. ' If' '" , 
the Chief of Province should decide to intervene in the execution of Q pro~, 

jeot, we (lasume tho.t he would utilize the field office to the fullest eztent;' 

6. Personnel Reassignment. 

Our review of March 27. 1956 indico.ted Q marked decrease in central of~. 
, , 

fice stoff between August 1955 and March 1956 along with a still greater 
increase in field staff. During A,pril 1956 total OOMIGAt personnel incnased ;,: 

,from 1314 to 1442 with the bulk, of the additional staff going to the field c 

offices. The pertinent etatistios did not vary appreciably in May, ~956. 

During the current month (June 1956) the Oommissariat has renewed its 

efforts to deorease central office steff by offering field o.ssignments o.s 

Cashiers and eub-Cashiers to quo.lified personnel. We reoognille the gnat' 

diffioulties whioh the Commissariat faces in trying to persuade oompetent 

personnel to acoept n temporary field assignment whioh is less o.sreeable 

th= a career position in one of the permanent departments. Those empla,. 

~,;; and offioials of COMlGAL who w11lingly aocept a job in the field from 

considerations of profesational oonscience and patriotism should not be 

forgotten wben resottlement is oompleted. 

We applaud the Commissioner General's reaolution to view failure to 

" 

, 

report, to £\ field assignment on the part of central offioe atn:ff ns avo11iDo- " 
tary reeignntion;nnd as a supplementary recruiting measure. Wa sugsest that, 
the Commissariat might consult the Department of Labor to try to lOCate 0.0-

-ceptable staff Who are now unemployed. 

,7. Putting Reoommendations in to Effeot.' 
, ' 

From the date that our report on field organizat10nwo.s submitted, Sap.' 

tember 20, 1955. we have been ready and available to discuss these lugses-
. .:: 

tiona and to t17' to olear up any ambiguities in the report. A sta:f'f-member, 

haa been available full-time to partioipate in implementat10n effo~tB. Iu 
<f ;." 

" , 

8 

the Provinoial Delegate or his staff will need acoess to reoords in the 

villages and oenters. In order for t!l.ese various oontrols to opero.te~ ef- ~ '"~I 

feotively ~d without mutual interferenoe, it will be neoessary for the 

inspeotors to notify the Provinoial Delegnte in advanoe of their visits 
I 

=d to observe striotly the limitations of their sphere of'interest. ' If' '" , 
the Chief of Province should decide to intervene in the execution of Q pro~, 

jeot, we (lasume tho.t he would utilize the field office to the fullest eztent;' 

6. Personnel Reassignment. 

Our review of March 27. 1956 indico.ted Q marked decrease in central of~. 
, , 

fice stoff between August 1955 and March 1956 along with a still greater 
increase in field staff. During A,pril 1956 total OOMIGAt personnel incnased ;,: 

,from 1314 to 1442 with the bulk, of the additional staff going to the field c 

offices. The pertinent etatistios did not vary appreciably in May, ~956. 

During the current month (June 1956) the Oommissariat has renewed its 

efforts to deorease central office steff by offering field o.ssignmente o.e 

Cashiers and eub-Cashiers to quo.lified personnel. We reoognille the gnat' 

diffioulties whioh the Commissariat faces in trying to persuade oompetent 

personnel to acoept n temporary field assignment whioh is less o.sreeable 

th= a career position in one of the permanent departments. Those empla,. 

~,;; and offioials of COMlGAL who w11lingly aocept a job in the field from 

considerations of profesational oonscience and patriotism should not be 

forgotten wben resottlement is oompleted. 

We applaud the Commissioner General's reaolution to view failure to 

" 

, 

report, to £\ field assignment on the part of central offioe atn:ff ns avo11iDo- " 
tary reeignntion;nnd as a supplementary recruiting measure. Wa sugsest that, 
the Commissariat might consult the Department of Labor to try to lOCate 0.0-

-ceptable staff Who are now unemployed. 

,7. Putting Reoommendations in to Effeot.' 
, ' 

From the date that our report on field organizationw£ls submitted, Sap.' 

tember 20, 1955. we have been ready and available to discuss these lugses-
. .:: 

tiona and to t17' to olear up any ambiguities in the report. A sta:f'f-member, 

hus been available full-time to partioipate in implementat10n effo~tB. Iu 
<f ;." 

8

the Provincial Delegate or his staff will need access to records in the

villages and centers. In order for these various controls to operate ef-

fectively and without mutual interference, it will be necessary for the

inspectors to notify the Provincial Delegate in advance of their visits

and to observe strictly the limitations of their sphere of interest. If

the Chief of Province should decide to intervene in the execution of a pro-

ject, we assume that he would utilize the field office to the fullest extent.

6. Personnel Reassignment.

Our review of March 27, 1956 indicated a marked decrease in central of-

fice staff between August 1955 and March 1956 along with a still greater
increase in field staff. During April 1956 total COMIGAL personnel increased

from 1314 to 1442 with the bulk of the additional staff going to the field

offices. The pertinent statistics did not vary appreciably in May, 1956.

During the current month (June 1956) the Commissariat has renewed its

efforts to decrease central office staff by offering field assignments as

Cashiers and sub-Cashiers to qualified personnel. We recognize the great
difficulties which the Commissoriat faces in trying to persuade competent

personnel to accept a temporary field assignment which is less agreeable

than a career position in one of the permanent departments. Those employ

ees : and officials of COMIGAL who willingly accept a job in the field from

considerations of professional conscience and patriotism should not be

forgotten when resettlement is completed.

We applaud the Commissioner General's resolution to view failure to

report to a field assignment on the part of central office staff as a volun

tary resignation; and as a supplementary recruiting measure. we suggest that

the Commissariat might consult the Department of Labor to try to locate ac-

ceptable staff who are now unemployed.

7. Putting Recommendations in to Effect.

From the date that our report on field organization was submitted, Sep-

tember 20, 1955, we have been ready and available to discuss these sugges-

tions and to try to olear up any ambiguities in the report. A staff-member

has been available full-time to participate in implementation efforts. In
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the future we shall try to lIUlke II sto.ff-rnember !lvo.ilable upon request ~, ' 

assist in resolving speoific problems thnt nrise during the final ·pen¥.,' 
of" the life of" the Refue;ee Commision. The 'MSU TeM did not ElZpeot I.1.b!iO:t'li't .. 

aoceptanoe of the proposals in prinoiple, no% did we antioipate a striot 

and inflexible application in praotioe. We are highly gratified t~t 

Commissioner-General has built a field servioe whioh oorresponds tu~o~,~~ 

although not literally, to the kind of organizct1on envisaged in the r.p*~~ 

of" September 20, 1955. 

PART II 

"A LOOK TO THE Ftl'l'URE" 

The Betugee Commission and USCM antioipate that projects oover1n! 

tuolly all refugees who fall within the purview of COIiIGAL will be ap:~c,,"it'!1 

by June )0, 1956. The CommislIInrlD.t intends to t!J.ke !:I new and comple"'!! ,'o.~'.f'ii 
-,: , 

sus in the reoQsnisod villnges as soon as poasible. The current reTlled 

estimate of" the tQto.l number Js 621l,OOO, 0. number whieh does not tak. ao",,;,,' 

oount of soldiers' f~ilies or these refugees who do not live with &'~~l."~ 

of other refugees. Thus, COMIGAL will shortly enter upon a new and co~­

eluding phnse of its exi8tenoe, execution of approximo.tely one hundred Api .. 
• forty projects for group resettlement. 

The MSU Group believes thut plannin! for the orderly dissolution of' '," 

COMIQAL should begin immediately. The Directorate of Planning is qualifl.~.~~ 
to assume this task on the ground of experienoe, and the approo.ohing end, ~1~ 
of the phaee of projeo'i-planning and reviewing should release the needed. . "" l'~ 

, " , ;:~ 
personnel. Flexibil1 tT should be stressed, for the stage of projeot . .ex&-, 'c~, 

oution will be oompleted sooner in some provincQS than in others. 

dual offioes in the field and sections at headquarters in Saigon 

olosed ae their respective taaks are completed. 

. . ,'~, 

Indi T.1- . 4} 
should be·'",,: 

, .:~ 

:' 'J~1'~ 
. "f"~ , ,--it 

, :...> 

, a::: 

. In order to ensure a smooth transfer of services, the operationa14~~~ 
sions c.t COMIGAL should meet with the interested permanent agencios 'to'~~i±l 

" . -.;~~ 

A. TRANSFER OF FUNCTIONS 

nrrange details of the overall plo.n. For example, the Medioal-SoOla.l ... ~:~, 

vice in tb() Directoro.te of Resettlement should consult the Department CIt "'e'~ 
~ ,', ''!~1 

. ",'!i. 
,:.;;:~ 

. "-~'."~ 

"r:',;~~~~~ 

, ' 

.... 
9 
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the future we shall try to make a staff-member available upon request to

assist in resolving specific problems that arise during the final period
of the life of the Refugee Commision. The MSU Team did not expect absolute

acceptance of the proposals in principle, nor did we anticipate a strict

and inflaxible application in practice. We are highly gratified that the

Commissioner-General has built a field service which corresponds functional

although not literally, to the kind of organization envisaged in the report
of September 20, 1955.

PART II

"A LOOK TO THE FUTURE"

The Refugee Commission and USOM anticipate that projects covering vir-

tually all refugees who fall within the purview of COMIGAL will be approved

by June 30, 1956. The Commissarint intends to take a new and complete ben-

sus in the recognized villages as soon as possible. The current revised

estimate of the total number is 628,000, a number which does not take ao-

count of soldiers' families or those refugees who do not live with a group

of other refugees. Thus, COMIGAL will shortly enter upon a new and con-

cluding phase of its existence, execution of approximately one hundred and

forty projects for group resettlement.

The MSU Group believes that planning for the orderly dissolution of

COMIGAL should begin immediately. The Directorate of Planning is qualified

to assume this task on the ground of experience, and the approaching end

of the phase of project-planning and reviewing should release the needed

personnel. Flexibility should be stressed; for the stage of project exe-

oution will be completed sooner in some provinces than in others. Indivi-

dual offices in the field and sections at headquarters in Saigon should be

closed as their respective tasks are completed.

A. TRANSFER OF FUNCTIONS

In order to ensure a smooth transfer of services, the operational divi-

sions at COMIGAL should meet with the interested permanent agencies to

arrange details of the overall plan. For example, the Medical-Social Ser

vice in the Directorate of Resettlement should consult the Department of



, " 

" 

Sooial cotion and Health, and the Ittformution Servioe should establish" ' 

oontaot with the Department of Information. The Direotor of Cabinet or 

his representative could aot as ohairman of these meetings BO as to'~in­

tain ooordination on behalf of the Commissioner-General. We are pleased 

that the Refugee Commission has anticipated this suggestion in regard t~, 

transfer of the mediool servioee. 

:e. "CUSTODY AND USE OF RECORDS 

The story of COMlGAL 18 for too valuable aa an historical reoord and 

ss a praotioal BUids to governmental aotion in meeting lorge-scale emer-

" genoles tor the files to be thrown into crates and stored in eome oorner 

of n warehouse. Reoord material pertaining to unfinished business should' 

be extraoted from the :files and transferred to the permDJlent agenoy oonoeril-', 
IKI.:'. Prior to dissolution o:f COMIGJ.L, eaoh of the oentral services /lnd 
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Social action and Health, and the Information Service should establish

contact with the Department of Information. The Director of Cabinet or

his representative could act as chairman of these meetings so as to main-

tain coordination on behalf of the Commissioner-General. We are pleased
that the Refugee Commission has anticipated this suggestion in regard to

transfer of the medical services.

B. CUSTODY AND USE OF RECORDS

The story of COMIGAL is far too valuable as an historical record and

as a practical guide to governmental action in meeting large-scale emer-

gencies for the files to be thrown into crates and stored in some corner

of a warehouse. Record material pertaining to unfinished business should'

be extracted from the files and transferred to the permanent agency concern

ed . Prior to dissolution of COMIGAL, each of the central services and

field offices should scan its files and destroy superfluous copies of doou-

ments and any material which has lost its significance. The Planning Group

should recommend a policy to the Commissioner-General for transfer and ous-

tody of the files. We suggest, as one possibility for their consideration,

that records of field offices could go to the provincial administration,

records of COMIGAL'S regional delegations in Huê and Dalat could temporarily

go to the Government Delegations there pending dissolution of those offices,

and that records of the central services could be deposited in the national

archives. Within the limitations imposed by our work with other agencies,

we would be happy to advise the Planning Group in establishing standards and

procedures for classifying and transfering the files. In any case, the files

should be made available for inspection, upon request, by interested govern-

mental agencies, including the National Institute of Administration.

C. ASSIGNING PERSONNEL TO OTHER AGENCIES

Earlier in this paper we indicated the belief that devoted service to

a temporary agency such as the Refugee Commission creates a reciprocal obli-

gation on the part of government to try to place qualified personnel in the

permanent departments. In addition to ethical considerations, such a policy

would be grounded upon the need to maintain morale and a high:standard of
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performance'within the org~niza~ion during the final phuse of 

With the agreement of the Fonction ~ig,ue, CO:UCAL should 

transfer, without a break in service, (l sufficient number Of qUlllified> 
, ,- . 

personnel to enable the operating agencies to meet lln increased wo'rkl~~i~ 

Be8Qlatione should be interpreted or formally amended to permit temp~~~' 

employees who hllve served COMICAL with distinction to enter the 

ranks of "the Civil Service. The incorporlltlon of over 625,000 

into the general POpullltion will increase demands upon national 

such as health, information, education, public works, and agrioult~'~~' 

is assumed thut the possibility of an assignment in one of these ~S~()~ 

would be greater at the provincial and local echelons than at headl~~%1i.~ 

in Saigon~ 

As the social and politiclll unit for integrating the bulk of the 

gees into the normal life of the country will be the villal';e, the 

trative tasks of the District Chiefa and Province Chiefs will probably 

grow after COMICAL'S dissolution. Here too the possibi.lity exists that 

qUlllified personnel could find new assignments. Both from the standpoint' 

of ,immsdiate availability of jobs and the long",term impact of national 

progrll/l1s, COMIOJ.Lshould continue to urge upon its personnel the importruu;":,. 

of assignments in the field away from Saigon. 

D. WHEN COMIGAL IS DISSOLVED. 

With the completion of the phase of projeot execution, it is expec~d 

tho:1I all or neorly all of the refugee villages will be self-supporting,e.xul,'· 

ready for integration. After receiving legal reoognition as self-ll.im~.ni,s" 

tering political units, these villages ann their inhabitants will enter .~~~~ 

the planning and responsibilities of the provincial administration on S%n~ 

It;' the some basis [IS the long-establi~hed villages of the district • 

As the repreeentlltive of the oentral gove~nment, the Province Chief' 

\lIould. pIon and ooordinate a limited prOgT1'!.L1 of supplementary assistonoe" 

in caee any of the refugeo villaees faill" to ~each n level of self-support:: 

at the time the funds alloctoted to t!1o.t project are sx.lJausted. It is e:r::-" ::/ 
paoted that the provinoe ohief would tleet s'.<eh !l. pc-oblam by ra-allocatillB 
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performance within the organization during the final phase of operations,

With the agreement of the Fonction Publique, COMIGAL should try to

transfer, without a break in service, a sufficient number of qualified

personnel to enable the operating agencies to meet an increased workload

Regulations should be interpreted or formally amended to permit temporary

employees who have served COMIGAL with distinction to enter the permanent
ranks of the Civil Service. The incorporation of over 625,000 refugees

into the general population will increase demands upon national programs
such as health, information, education, public works, and agriculture,

is assumed that the possibility of an assignment in one of these agencies
would be greater at the provincial and local echelons than at headquarters

in Saigon.

As the social and political unit for integrating the bulk of the refu-

gees into the normal life of the country will be the village, the adminis-

trative tasks of the District Chiefs and Province Chiefs will probably

grow after COMIGAL'S dissolution. Here too the possibility exists that

qualified personnel could find new assignments. Both from the standpoint

of immediate availability of jobs and the long-term impact of national

programs, COMIGAL should continue to urge upon its personnel the importance

of assignments in the field away from Saigon.

D. WHEN COMIGAL IS DISSOLVED.

With the completion of the phase of project execution, it is expected

that all or nearly all of the refugee villages will be self-supporting and

ready for integration. After receiving legal recognition as self-adminis-

tering political units, these villages and their inhabitants will enter into

the planning and responsibilities of the provincial administration on exact-

ly the same basis as the long-established villages of the district.

As the representative of the central government, the Province Chief

would plan and coordinate a limited program of supplementary assistance

in case any of the refugee villages fails to reach a level of self-support

at the time the funds allocated to that project are exhausted. It is ex-

pected that the province chief would meet such a problem by re-allocating
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the technical lilkillB, me.npCllfer, and material whioh the Bxillting budS-'\ 

plaoes under hiB control. Onl,. if' looal reBouroeB prove inBufl>ioient: 

he request a speoial grant from the ntltioIllll treo.sur;r. 

As the phase of projBot exeoution draws to a close, the Refugee e~ . 
m1eBion will be able to judge whether a mtljor relocation effort 1B IrUU:" 

necBlllBo17, exoeeding the planned oapaoitiee of Ca1-sAn, La-Nga, e.nd ~" . 

Me.Jl'huOt. The liSU team would then ste.nd retldy to advise COMIGAL 1l:l w~' . 

to meet that unlikel;r oontingeno,.. We trust that pruent plane '11'111 P#j)""f;';:; 
, suffioient to oomplete the soonomio and Booial integration of the hul~~~' 

" of thouee.ndB of refugees who fled from the north of Viet-Nam in 1954 -,/,', 

1955. 
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the technical skills, manpower, and material which the existing budget

places under his control. Only if local resources prove insufficient should

he request a special grant from the national treasury.

As the phase of project execution draws to a close, the Refugee Com-

mission will be able to judge whether a major relocation effort is still

necessary, exceeding the planned capacities of Cai-San, La-Nga, and Ban

Me-Thu8t. The MSU team would then stand rendy to advise COMIGAL in ways

to meet that unlikely contingency. We trust that present plans will prove

sufficient to complete the economic and social integration of the hundreds

of thousands of refugees who fled from the north of Viet-Nam in 1954 and

1955.
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