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ADMINISTRATION IN THAILAND
' CONCERNS
YOU

Fred Peterson

Government is a lrust, and the off'icers
of government are trustecs; both

the trust and the trusices are erealed
Sor the benefit of the people

Henry Clay

AN INVESTMENT IN THE FUTURE

Tt is = eontinuing policy. of the government of Thailand to modernize and
improve its service fo its people. In 1933 it founded Thammasat University to educate
young men and wamen, to teach them the valoes of democracy, to help them to be
hetter officials. 1t went a step furlher in 1953 when it established the Institute of
Public Admiuniglration.

The purpose of the Institute is te help carry the work of Thammasat further;
to engage in more specialized and more advanced study and teaching] to give Lraining
to officials already serving the government; to provide a source of information anil
advice to government officials. The Institute of Public Administration iz coneerned

with hLelping the government serve the people of Thailand hetter.
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WHY THIS ARTICLE ?

In the ‘minds of some, administration is atask limited to a very fow indivi-
duals who perform certain specitic administrative functions. To others, it is viewed as
a funetion limited to those who ocoupy broad pelicy making posts. In essence, such
views would confine administration to -an elite few wha repregent but a very small
percent of the officials who serve the public.

Behind theso notions there seem to be a number of questions ‘which need
an answer: What is the nced ? How ean-the government improve its services? What
is public administration? Who is concerned with administration? Where docs the
Institute of Public Administration {it into the picture? This article is written to help

angwer gome of these questions.

1S THERE A4 NEED FOR IMPROVED SERVICE?

The matiobal income of Thailand has almost trebled during the past ten
years. Today (1960) ils total income.is aboat 45 Billien baht. The government budget
‘is-over T billion baht. This is about 13% of the national ivcome. A decade ago, the
government budget was less than 3% of the vational income. About 65% of toda_—y’s
budget goes to pay salaries and other Lenefits to its- employees.

Thailand has over 22,000,000 people. At the present rate of growth, the
number of people in Thailand will double in about 30 years. The number of people
in the Bangkok - Dhonhuriarea -has grown almost T% -‘each year ,sincﬁ 1948,  City
planning experis estimate thal the population of the greater meiropolitan -area reach
7,400,000 by 1990. |

With population growth ecomes a need for increased government service.
For example, the pumber of motor vehicles in 'l‘hailgnd increaded from 5,700 in 1947

te alwost 32,006 in 1907 an increave of over 900% in ten years. This increase creatos
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a peed for more and better streets; for more and helter roads in rural and subu-:ban
arcas. Tt creates a nced for better traffic control. It calls for more emphasis on public
gatety. It means more work in the registration of vehicles and licensing of drivera.

Population growth also veBulis in larger gchool enrollment. It i8 estimated
that, during the next several years, enrollment in Matayem 1.6 will' increase almost
70,000 cach year. This calls for 2 steady increase in educational serviees. Population
growth alge increases the need for public bealth services, for improved sanitation, bet-
ter measures for erime preveniion and control, and for improving the way of life in
rural ag well as in urban communities.

This shows there i8 a need for more Service and that the need is growing.
It also suggests u need for better serviee. Even withont population growth, the demand

for 5 higher stendard of living calls for better service.

OAN BOVERNMENT IMPROVE WHAT IT DOES?

Tt is a general rule that what man does can be done better. The history of
iife seems to be the story of attempts to improve. Thailand not only needs more roads
and bridges, it needs better roads; roads that will carry 20,000 vehicles a day instead
of 200; bridges on whick cars going in opposite direction ecan meet without reducing
their gpeed.

Not oniy more sshools but better schools are needed; schools with teachers
who have themselves been educafed to be teachers; not only more dociors, nurses and
hospitals Lut better doctors, nurses and hospitals,  And so it goes throughout the ser-
vices which any medern government offers to its people. Always officials must be
alert to ways of doing their work better; of finding more facts aboub the needs; of

applying new techniques; of giving better service ut lewy vost.
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Our welfare, our happiness, our very lives depend in large measure on the
quality of government service. Today, yonr life may depend on proper administration-
of cholera vacoine. Tomorrow iﬁ may he affacted by the licen_sing of taxi drivers, Next
week, it may be influenced by the rehabilitation of ssmnlor drivers on gelfhelp land
settlement. Next month, it may be affected by the preparation of a budget to guide

the use of public funds.

Quee there was not much to be done ahout disease. Epidemics came; people
died. But uow many dreaded diseases oan be stamped out. Small - pox, and more re-
cently cholera, were brought under control. The vaccination of whole cities full of pec-
ple i a complex procedure. Securing the vacoine, finding deetors and nurses te ad-
minister if, persuading the people to subject themselves for injection; this all requires

# lot planning, eoordivation and managing. Tt calls for improved quality of service.

GOVERXMENT BECOMING MORE COMPLEX

The work of government tot only can be improved, but it must face new
situations and solve new problems. There is scarcely a single duty of government
which was onee éimple that is not now complex Once it was simple to carry a few
messages back and forth between King and princes Now mail must be carried AMONng
thousands of persens. Once the senders and receivers of messages were few and know
to each other, now they are many and each may be known only to a few; yet each

must be found.

Government operations are also beeoming more complex because they are so
much more numerous. Government once had few employees. Now its employees num.
bor in the hundred thousands., This means increased attention to good admiunistration

which seeks to struighten the paths to the achievement of government goals; to make
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government activity more husinesa- like; to strengthen its organization; to improve its

administrative machinery; ‘and thns improve ity service tn the pe ple.

WHAT {8 PUBLIC ADMINISTRATION?

Administration is getting things done through people. Simply deflined, to
administrator is to have charge of, to manage or direct. In its broud semse. ailminig-
tration is the management of interests, asuch as the condnet of huginesz, publie affairs
or gnvernment. A distinguished student of administration onve said: “Puhﬁn adiminis-
tration is the management of men and materials to accomplish the purposes uof govern-

k]
ment.,

Administration i cveryoneja poncern. Intelligent administration is needed
for optimum progress in achieving the goals of government. Broadly conceivad, sound
adminigtration helps us. define our godls elearly and to realize them more fnlly. Clarity-
ing our goals and formmlating ways toreach them afsume that man is capable of rising
ahove the forees of his environmenl and building 2 mesningful pattern upon them.

In a government employing over 200,000 prople, there ave administrators
at several levels. At the upper levels, there are admivistrators who have major ragpondi-
wility for poliey formulation and program planning; for delermining armanization strue-
ture; for administering and controlling work activities; and for evajuating results, In
Thailaud, such respomsibilities are discharged largely by epreinl grade officials, sueh
a8 Directors General of Departmenty, Under - Seeretaries of State ami Ministers. Ad-
ministrators at this level who do work of this kind muay be regarded as Fxeculives.

There -is another important group of administrators in governme:nt,  ‘These
are the peopls who supervise the work. of others within the [rawm->- work of policies

and programy established by the executives. In Thai Government, thes: people are heads

_of divisions and sections, Because they wupervise the work of people inthe divisions and
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sections of various government organizitions, they are often referred to 28 Bupervisors.

Executives and Snpervisors. ghare responaibility for adwinistration. Both

are ¢oncerned with the munagement of men and materials to accomplish the purposes
of wovernment. Both lave an important role inachieving the goals of government. Both

.are members of the management team.

FROM GOALS TO ACTION

Qut of the growing needs in Thailand, major poliny goals of the govern-
went have emergad. For example, the government has indicated it will stress economic
improvement of Thailand as a major polioy ohjective. This cally for emphosis on indus-
trial and agricultural production and the development of cooperatives and communi.
catinng,

The government ig concernel with improving.thc way of life of the villager.
Low productivity, poor bealth, poor sanitation, and inadequate housing are prevalent in
rural areas. How ean the villager be stimulated to do something ahout these conditions?
Haow can the government formulate public policy in such a way that thess problems
van be tackled with imereased effectiveness? How can sueh policy, once formulated, be
administered se that the desired improvements in village life do oceur?

The government is also concerned with developing trade and coramerce in
Thailand to the fullest extent, since economic prosperity depends heavily on interna-
tional trade. How does the government formulate public policy which is sffectively
aimed at increasing national income and export earning? How does it sdminister such
pulicy So that national income and export earning do in fact increase ?

How does n nstivn formulate it plans to carry out major policy goals suek

a8 these ! How does it translaie these plang into action ? In short, how dos# a nation
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move from where il now is to the place it national goals say it shouid re? What
Xind of a road map is needed? Mow does it travel fo ity destination? What does it
tale to get there ?

IS THOHNICAT, KNOW-HOW KNQUGIT ¢

To carry out goals such as these requires a great deal of techuical know-
how. For example, an inerease in agricultural productivity ecalls for u knowledge of
hetter farm practices, the use of improved varieties ol rice and fmmproved breeds of cat.
tle, the use of fertilizer and hetter land use. Tt involves Dmproved practices oun rubber
plantations.

To improve health, hetter diets may he required. Ways to control cholera
epidemics and stamp out other diseases require knowledge of a very specialized nature.
A great deal of tcchnieal know-how is involved. Such knowledge is very essentiul if
these objcclives ure to be reachead.

In addition, there is a great deal of technical know-how involved in the
econmtruction of reads, the huilding of damse, the increase of electric energy for indus-
trial purposes, and mapy other aclivities nveded if industry and agriculture are to be
improved. Without the becessary technical know-how, major policy, objectives eould
not he schieved.

But teshnieal know-how alone will not produce the results sought. Many
prohlems today remain unselved -- not for a lack of technical answers but rather for a
lack of effective managemenl. If theee objectives‘are to be schicved gomeone must have
charge, someon® must manage, someone mugt direct the activity. Someone must provide
leadership.

Someons must know how to introduee thange in a way thal the peeple who

are to earry it out will accept. He must he able to help thems understand the results of
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the propoged change.  He must develop the skitl and ability to carry out the change.
He must create a situation in which the people can work together effectively under the
new condition®, with possibly a new set of relationships among the people invelved.
This means sound administration. Vicwed in this light, administration of
goverlunent affair¢ becomes a process of managing these technical improvements, of
bringing about change in such a way that iajor polic¥ objectives are achieved to the

fullest degree possible.

ADMINISTRATION IN LARGE ORCANIZATIONS

(Government lives, moves and acts through organizatious of peaple. We call
them Ministries, Departments, Councils or Commissions. A common factor running
through ull these organizations is that penple are closely associated under gome kind of
direction to accomplish certain stated purposes.  Therc are executives, supervisors and
erployced.  The reallionships in human organization do not sutomatically result in
harmony and productive outcomes. There may be friotions and straing in the working
relationghips. There may be misunderstandiﬁgu. There may be indifference to petting
the work done, There may be conflict hetween individuals and groups.

Compared with the relationships found in earlier forms of society, such as
in the hunting, pastoral, or agricultural society, where the family wag the wark unit,
the relationships among people working in large organizations creates a greater need
for adjustment. This new demand on human nature requires caréful thought and plan-
ning if productive results ave to occur.

Out of this situation grows a need for better administration. The effort to
dirvect, guide, amd integrate Luman energies toward a common purpose assumes increns-
ing importance. Ag organizations grow in size and become more complex, it hecomos

increasingly important that the functions of administration bo analyzed, understoed and
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spplisd. Oui of such study and andlyeis comes a common hady of knowledge, attitudes,
approaches, and methods which ean be useful in a wide variety uvf situaiions.
Tha application of thege methods in a specific situation requires insight, skill, patience

and understanding. To offestively coordinate the efforte of people ig a skill of such

high order that it becomes a social undertaking of vital importance to the public.

Administration in Thailand, then, is concerned with the creation of an or-
ganization structure which makes it poseible for peopls io work offectively toward a
sommon purpose, It i8 concerned with the selection, development, and maintenance of
a work force which can achieve the goals of the organization in an efficient manuer.
It is also conserned with the development and uge of financial and matarial resourcea
in achieving thise goals. It is concerned with those human factors, those human values
which make it possible for people to work together in @ social and cultural setting to

achieve speaifie youls.

TOWARD A MORE SYSTEMATIC APPROACH

It j& quite clear that the administrator performs oartain specifie and well
defined functioua. He sets objectives; he defines the goals. He formulates a slalement
of poliey. [le Beea that the poliey is pul jnte effect. This ie a conscious process of
gelecting and develuping the best sourse of action to achieve the ohjective. Hu jurdges
if the goal has heen reached wt & reasomahls aeost. Ha defines authority and responeibi-
Jity: he coordiumtes aud integrates aclivities within the Organization. These functions
need attention at all levels, frow the Beotion chief, on through to the highest offices

government,

1f a common budy of knowledge grows out of the study of administration,

what kind of an administrator does such study producu? What are the attitudes, the
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inmights, the understandings which can make for 8 moro Hystematio approach o ad-.
ministration ¢ A complete answer to these questiong is i:vymul the scope of this arti-
cle.  But even a partial answer msy be useful. If the incompletuness of these ideawn
i recognized, they may help the student of administration formulate for himself a

1
more complate and a more adequate angwer,

A Factual Attitnde. Tha professional sadministrator has the patiensa

Bnd the desir® to get the faota on which to hase his decisions and actions.
He does not heaitate to make reasoned judgments where the situation dumanda,
baged an availahle facts, eventhough thege faots are incompiete. He recognizes
that in many situations, soms facts hbearing on the problem cannot he known,

Or even if they could ba known, there muy not be time to dig them ail out,

Search for Truth., He tries to be as precise in reasoning from fact

and premises a3 the situation permita. He weeks out pramimes and concla-
giong that are true. Ha is constaptly seeking truth. But he does not ghrink

from the problem lecause some truths way not be suficeptible of proof. Here

111 be b L]
he distinguishes authority of facts from  authority of command .

Fits Theory to Reality. He recognizas that pregent theory is hased

on available facts. He is willing to abandon theoretical ooncepts which
do not fit a specific problem. In egseniod, thid is a proeess of forming trme
theory by testing to find what will work for him in practios. In thiz way, he
forms his own philosophy of management, which he adapia a8 new facts be.

o0ma available.

1 3 . +
For a alore complete discuasion, see The Managerial Mind by Charles E. Summer,

Jr. in the Harvard Business Review, Jan. Feb. 1959,
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Consigtent and Timely Action. Clear and precise reasoning from

premire to conclusion is needed if decizions and proposed actiong are to le
workable. Sometites it i3 pecessary to substitute rveasunableness for pure
togic if action ie lo be timely. The dwsire fur action, to change things, creates

s willingness to take the caleulated risk of action.

Test Fast Deeisions. A good nanager triss patiently and creatively

to temt the results of his deoisions hy seekipg out variables that can ha
flentitied and measurel. In such testing, he doss not becowe #o enchanted with
gystemne that he pestpones future decisions or shuns judgmeut when astion ia

necegfary., Through such testing, he couttantly seeks to improve his work.

THE STUDY OF ADMINISTRATION IN PUBLIC AFFAIRS

Recagnizing the scope, tho complexity, and the significance of administra-
tion in government alfairs, and the henefits thatcan acerua o the nation and it8 peo-
ple from a systematic study of adminiatration, the Kingdom of Thailand oreated a
Faculty of Public Administration at the Upiversity of Thammasat, by BRoyal Decree,
given on the 15th day of June, B.E. 2498 { A D. 1955).

The purposs of this Faculty is to help the Gt.a.vern'ment do for its civil
affairs what the Command Staff School aime to do for ity military affairs. If speoial
training in military science can improve military activity, then speeial (raining in
administration can improve the management of civil affairs. To help the Government
improve its management praotices and to improve ifs adminjstrative processss, tha
Tustitute of Pulilic Adminiatration was establighed aB a higher - degree granting insti-
tution. It Engageﬁ in four broad areas of aotivity: graduate study, in - service train-

ing, congultation aud ressarch.
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1. The graduate pregram leads to a degree of Mauster of Publie Adminie-
tration. It in offered 1o students who complete a two.-year course of
full - time study, The student wust earn 30 remester hours of credit
in approvixl courses at the graduate level all in the fiell of admiuis-
tration. In addition, be must write a thesis, bared on independént and
original research, which contributes ngeful knowledge to the tield of
administration,

9, Tn ite broaler gense, the Institute progran was ervated tn provide use-
ful traiuing for povernment officials in the administration of publie
affaivs, Tn - service training was made a part of the program to provide
ppecifie truining which woeuld have direct and fmmediate application to
the needs and problems of the Govarnment.

As g part of ite in- Aervice training wetivitied, tha Trstitule
gives altention to the development of managerial skilly for top posL-
ticus, lo the imuprovement of supersision in departments, divisions, and
gectionw, to the development of specific ekills necded hy workers, and
ta the orientation of ewployees,

Tv help the government carry on needed training on its oW,
the development of eoropetent training stutfs in the ministriey is given
attention, hoth through speeific ¢ourge and through follow .- up ansigt.

ance an necded.

3. I'o better serve the governmeut, there is an impertant funetion of con-
gultation, the giving of advice and asgitance to governyent nfficinls on
speeific problemn of sdministration. Such consulirtion way runge from

suggestions on the organization of s government agency, the design
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and evaluation of training programna, the analysis of specific manage-
ment prohlems, to the review and improvement of managewent prac-
tices in a spucific apency. Consultalion may cover the whale soope of

government activity, Nut only cun such conenltation afford practival

bhelp on specific proliletns; it i8 also a means of keeping the teaching
geared to practical needs of the government. Tt i a8 means of helping

the faculty mature and develrp to meet incressing reapensibility.

4. In the eearch for truth that will and further to the store of ureful
koowledge in the ficld of administration, research activities are of vital

importance. Reliahls regearch iy a central need in the improvement of

administration, It addition to the research activities of the graduate
students, members of the ptaff carry on research in administration,

Such stady of administrative practices can add much that is ugeful to

our knowledge of administration, This is a significant part of the pro-
gram for improving the management of puhlic affairs, Research can

provide a solid base for teaching improved administration,

As an essentiul part of uraduate teaching, ip - service training, consuliation

and research, the Tnstitute has established a library, which has over 10,000 hoake in

the field of administration. In addition, the lihrary contsing a wide variety of profez-
einnal magazines, buoklets, pamphicts, and periodicals. Al provide & rich resource of

currant literature in the field of administration. New hooks, periodicals, official pubti-
cations and dovumeuts are heing alded to the library on a continning hasis. This

Hbrary is beecoming an increasingly iwportant repource for the gtudy snd improvement

of administration.
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BOW CAN INSTITUTE SERVICES BE SRCOURED ?

The atafl of the Ingtitute Sveks to maintain rontinuing eontact with of-
ticials of the government. Tu thie wuay, the Lostitute aims fo keep abreast of govern-
ment needs. Any nificial can ask for assistauee or adviee. Normally this is firet ex-

plored on an informal hasis. Where there is reazon to helieve the Institute way be of

service, a written reguest should be made to the Dean of the Faculty, ocutlining the
kind of apeistance sought of the type of hilp needed ecan be provided, the projeet will
he undertaken by appropriuvie members of the staff.

Such assistance may inelude specifie courses to meet a particular need, as
the facilities and staff of the Institute parmit. Announcement of such courses i8 made,
giving details ss to the nature and purpoBe of the training awl establishing criteria
for the guidapee of officiale in seleeting people to attend Generally, #uch courses are
derigned to deal with a particular problem and to help a group of individualy perform-
iog a common function. The aim here is to provide training that will have direct nnd

immediate application in the government,

BRECOMING A STUDENT

Admigsion to the Institute ag & graduate student muy take place in one of
two waye, An individual may maks applicatiovn for admissinn to the Institute as a
graduale student if he holds a !)achelur’s degree from & recognized institution of higher
learning in Thailand or abroad. Buch an applicant must pass a qualifying examination
in public administration, political sciense, history or ecvnowiecy.  SBinee the examina-
tion and the instruction are in English, atudents must have a mastery of the English

language.
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An individual may algo become a student of Institute if he is selected hy

his ministry for this purpose. To be desingated by his ministry a8 a student at the
7
Institute, he must hoeld a bachelor 8 degres from a recogmized institution of higher

learning He wust also sulisfy bis mioistry ag to hiy alility and gquatificativos to
purgue the courge of study with definite benefit to the government as wel] as tuv him-

ralf.

In offering training in publiv adwinistration, the Iunstituie altempts to

maintain high standards. Thig means that the student must be diligent in hig study if

_ he is to mest the requirements set. He must also have a hizh capacity and a deep
interest in the field if he is to profit fully from his study. In hecoming a student at

the Institute, the individual needs to remember that a high educational standard is the

maost direet route to improved comnpetence in the public servier. Ouly hy meating high
atandards can the student secure training that will meet the growing demands of gove

ernment service.

A LOOK INTO THE FUTURE

The tavk facing the public servant today is that of improving the effeotive-
ness of yoverunment in meeting the nseds of its prople In doing this, the public ser-
vant muft be respomsible as well as responsive 10 those ncelds of peoples which relate

to their standard of living, their health, their happiness and geperal welfare,

This meane adapting the practices in govarnment to meet new and ohang-
ing conditions. Thoge which are essential must be prewerved. Those which are only
partly effective should be strenythened and improved. Those which are not ureful

ghould he cast aside.
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Such a task is & monumenial undertaking whioh can be accompliehed only
by men who fully accept their obligations and who dedicate their c¢reative and produc-
tive energies tu the task which lies shead. This ealls for leadership whielh s not only
dedicated, Lut which also has the skill, the ipsight, and the understapding needed for
effective administration in pullic service.

With the growth in size and eomplexity of government and iu the scope of
funotions per.forr_nad, it bas become increasingly important that this leadership be sys-
tematically trained for such se\_rvica. The doctor, the lawyer, the engineer must enin-
plete yearé ol Iprufessional training before he can practice the arté of hie profesgion,
The day is rapidly approaching whon the administrator, the manager, he he military or
¢ivilian, must be agually well trained fnr. his profession: the managernent of publie
affairs.

The rapid growth in recent years of programs gpecifically designed to pre-
pare public servanis for impertant government posts i8 evidence of increasing recogni-
tion of such peed. A8 such prugrams grow and mature in depth and scope, they can
hecome inereasingly important ino the. development of a strong competent leardership in
publio affairs. They can be ap important force tnh encouraging everyene in govern-
foent to become n student of administration. For today, who ran afford not to be a

student of public affairs

Educaltion s no longer thought of o8 o preparalion
For adull life, hut as « continuing wprocess of growth

and develapment from birth until deuth,

Stephen Mitehell
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