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Project Name: Commodity Management

Project Number:  493-11-740-235

A, Statement of the Goal

The goal of this project is to establish within the Bureau of the
Budget (BOB) of the Royal Thai Government (RTG) an organization capable
of improving the management and administration of Commodity resources.
The goal will be realized if (1) by the end of fiscal year 1976 the RTG
is actively cengaged in devising and/orv revising government regulations
pertaining to commodity management, (2) by the eond of fiscal year 1976
revised conmodity procurcment and commodity distribution regulations and
procedures arve approved by the RTG and a substantive attempt is underway
intended to ceventually implement them throughout the government, and
(3) cexecutive and line officials in the RTG burcaucratic structure are
familiar with the concepts and benefits of effective and efficient com-
modity management by the ond of fiscal year 1974 and possess fundamental
operational tools to work on procedural changes within their own govern-
ment units,

The rcalization of this goal "is primarily dependent upon the sustained
interest of the RTG in improving resource management in Thailand. It is
assumed that the Government will support the Resources Management Com-
mittcee (established in September 1971) and the Resources Management
Institute (established in November 1971 to serve as the Committece's opera-
ting arm and Sccretariat) in analysing and recommending improvements in
the RTG commodity management vegulations and procedures.

B. Statement of Purposce

The purpose of this project is to assist the RTG in institutionalizing
a capacity lor continuously upgrading its commodity management systems.
This includes cooperating with the RTG in training lcadership, expanding
the commodity manapement discipline, establishing a viable organization
structurce, developing analytical capability, and promoting burcaucratic
linkages.

At the end of the project in fiscal year 1974 it is cxpected that a
Resources Management Institute will be operating independently within the
BOB. This Institute should be staffed with a specialized full time staff
of at lecast l(iftcen technicians tasked with revising commodity management
regulations and procedures and designing and conducting requisite training.
The Resources Management Institute will utilize both its own personmnel
resources and those from other related public and private sources in con-
ducting resource management training seminars. By the end of the project
it is cxpected that the Resources Management Tnstitute will be actively
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engaged in an analysis of the Commodity Procurement and Distribution System
in the RTG with a view towards forwarding a set of recommended revised
regulations to the Government, Executive personnel in several key ministries
who will have received short-term training abroad in commodity management
will be working with the Resources Management Institute to develop applica-
ble procedural changes for their ministries, The Resources Management
Committee will, by the end of fiscal year 1973, establish an Occupational
Standards and New Position Classification Sub-committee made up of repre-
sentatives from the BOB, the Civil Service Commission and several other
departments. This Sub-committee will be charged with developing expanded
occupational standards and new position classification concepts in the com-
modity management arca as a prerequisite to providing career incentives for
midcarcer and senior personnel to specialize in this field.

Achiceving the purposes of the project assumes that the Resources Manage-
ment Committee, headed by the Director of the BOB, will be able to attract
and hold interested and qualified personnel in the Resources Management
Institute. It also assumes that the Resources Management Institute will be
able, through interministerial committees, to call upon various training and
research personncl in devecloping its institutional capac’ty. Finally, it
assumes that the key executives whe receive short-term training outside of
Thailand will be instrumental in assisting the Resources Management Institute
in revising commodity management procedures in their respective governmental
units.

C. Statement of Project Outputs

L. A Tivst drafe of a set of revised regulations and procedures in
the arvea of commodity procurement and distribution will bLe completed by the
middle of fiscal year 1974 for eventual submission to the Government for their
approval and promulgation, [t is assumed that the Resources Management
Institute will give high priority to accomplishing this in terms of providing
necessary persomnel and matervial support, It is also assumed that the U.S.
Advisor will spend approximately 50 per cent of his time working with the
Tastitute to produce this output.

2. A new system for improving the management of RTG owned real property
throughout the Kingdom will be developed by the Resources Management Institute
in conjunction with the Ministry of Finance by the middle of fiscal year 1974
and begin implementation by the end of fiscal year 1974, This assumes that
a short-term (one man year) U.S, real property technician will work full time
on RTG real property management problems with staff from the Resources Manage-
ment Institute and the Ministry of Finance from the middle of fiscal year
1973 to the middle of fiscal vear 1974,

3. The Resources Manapement Institute will be directly responsible for
planning and conducting commodity management seminars by the end of fiscal
year 1972, The Institute will be providing 75 per cent of personnel manpower
input lfor administering the seminars by that time,
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4. A total of six RTG personncl will have completed one year com-
modity management training courses and be operating as specialized manage-
ment analysis instructors or other staff specialists in the Resources
Management Institute no later than middle of fiscal year 1974. This assumes
that the BOB will assign returned participants to work full tine with the
Resources Management Institute in their arca of specialicty upon their
return.

5. Fourteen RTG personnel from various Ministries will have received
short-term training in commodity management outside of Thailand and will
be occupying key positions in their respeccive ministrics by the end of
[iscal ycar 1973.

6. approximateiy 1,000 RTG executive and linc employces will be
trained by the ResorircesManagement Institute in the fundamental concepts
and benefits of conmodity management by the end of fiscal year 1974. This
assumes that thc Resources Management Institute will be able to continue drawing
employeces for training from the various sectors of the government, It also
assumes that the Training Semisars will be conducted as scheduled in
accordance with the Master Training Program,

D. Statement of Project Inputs

1. The RTG will provide the following inputs:

a. The RTG Resources Management Committee and the Director of
the BOB will insure that the existing Resources Management Institute is
fully staffed with qualified personnel throughout the life of the project.
The Institute will originally (fiscal ycar 1972) be staffed with ten posi-
tions including two or more First Class officials, six Sccond Class officials
and two Sccond or Third Class officials. The Institute will function as
the executive arm of the Resources Management Committee chaired by the
Director of the BOB and composed of high ranking military ana civilian
officers concerned with resources management throughout the RTG. The
physical location of the Resources Management Institute will be adequate
in size to provide office space for U.§. advisory personnel and BOB and
other RTG personnel working on the project, including mecting space for
personnel working on the revision of regulations and procedures and the
necessary space for holding training seminars.

b. ‘The RTG will provide qualified personnel from throughout the
government to scrve as lecturers and consultants to the Resources Manage-
ment Institute throughout the life of the project.

¢. The Director of the BOB will appoint two qualified personnel
(one First Class and one Second Class) from the Resources Management
Institute to work full time on improving procurcement and commodity dis-
tributfon repulations and procedures in the RTG. These personnel will
be avalfabie to work with the U,8, Advisor through the middle of fiscal
year 1974,
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d. The Director of the BOB and the Minister of Finance will each
appoint a qualified Second Class employee or higher to work with the short-
term U.S. Technician on improving the RTG real property management system.
These personnel will be provided from the middle of fiscal year 1973 until
the end of fiscal year 1974 to develop and implement this system.

¢. The BOB will provide the necessary personnel to organize an
average of six Commodity Management Seminars a year. This includes desig-
nating one First Class official to work full time on planning and conducting
the seminars.

f. 'Ihe Dircctor of the BOB will insurc that the three Fourth Class
administrative and clerical (including one bi-lingual) support personnel are
made available to work with the Resources Managemernt Institute on a full
time basis throughout the life of the project.

g. Adequate materials and supplies will be given to the Resources
Management Institute to fully support the various components of the project
through fiscal year 1974.

2. The U.S. Government will provide the following inputs.

a. A U.S. Resources Management Advisor from the middle of fiscal
year 1972 to the end fiscal year 1974.

b. A U.S. Real Property Management Technician from the middle of
fiscal year 1973 to the middle of fiscal yecar 1974,

¢. Six (6) academic one year participant slots for employees of
the Resources Management Institute.

d. Fourtcen (14) non-academic (3-6 month) participant slots for
key exccutives in sclected Ministries. Two of these slots will be reserved
for personncl in the Real Property Division of the Ministry of Finance.

c. One Bi-lingual Administrative Assistant equivalent to the
Fourth Class in the RTG Civil Service funded from the RTG Trust Fund to
work with the U.S. Resources Management Advisor.

[. Teaching aids and materials to be used in the management
seminars and demonstrational training not to cxceced a cost of U.S. $5,000.

1. Project Rationale

. Background and Sctting.

The RTC concern for improving commodity management systems in
the burcaucracy emerged in the mid 1960's. It cvolved from she Tealization
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that the success of large scale bureaucratic operations i1s dependent to a
large degree on effective and efficient supply and distribution systems
for expendable and non-expendable commodities.

Historically, each governmental sub-division of the RTG, includ-
ing the military, has managed resources independently. The RTG has
established some very gencral regulations governing various segments of
the conmodity management system, most significantly purchasing and hiring;
but these regulations are neither broad in scope or specific in their
coverage. The traditional administrative system adequately satisfied the
RTG needs during a time when national resources were relatively limited.
llowever government responsibilities in this arca have cxpanded greatly.

As an cxample, AID Financed commodities have amounted to $150 million during
1965-70.  As government commoditics cxpanded and as more pressure was placed
on mobilizing these resources to achieve specific objectives, the need for
standardizing of commodity management regulations and procedures became

more obvious.

The Thai military was the first ma jor government unit to transfer
this nced into a manageable resource system. They have been working since
1956, with only limited success, to develop basic commodity management
regulations and procedures.

On the civilian side the awarcness of the problem was longer in
surfacing in an organized fashion. One of the external inputs which served
as a catalyst in bringing this problem to the attention of the RTG was the
USOM sponsored Public Administration Service (PAS) contract which provided
advisory assistance to the RIG in different arcas from 1952 to 1970. Under
their Final contract which was initiated in February 1963 the PAS primarily
assisted the Orpanizat ion and Management Division (0 & M Division) of the
Burcau of the Budyet in Thailand in rendering organization and management
assistance to operating agencies and ministries of the RIG. Working with
the O & M Division in soeveral different ministrics, the PAS and the O & M
Division produced A Manual of Recommended Supply Management Practice for
Ministrics and Department of the Government of Thailand in July 1967. Al-
though this manual was primarily restricted to resources procurement, it
was the first such manual of its kind to be produced by the RTG. The 0 & M
Division and the PAS could not get the manual accepted by the Government at
that time because of the lack of wide spread support throughout the govern-
ment for such change and the reatization on the part of the 0 & M Division
that the manunal was somewhat superficial when related to the RTG needs in
the resource area.

In carly 1968 the USAID Regional Logistics advisor was asked to
review this manual and provide any assistance that might be available in
implementing it.  Working with USOM officials and General Chan Ansuchote,
the then Director-General of the Department of Technical and Economic
Cooperation, the USAID Regionat Advisor interested the RTG in conducting
4 Resource Management Seminar as a first step toward improving resources
management . Thils Seminar, conductoed primarily by USOM, stimulated the
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DTEC, the Civil Scrvice Commission and the BOB to becomec more directly
involved in resource management activities. During 1969 aad 1970 two
additional exccutive level seminars were held at the Civil Service
Commission. These were jointly sponsored by the Civil Service Commission
and USOM.

Throughout 1969 and 1970 discussions were held in the RTIG as to
where the resource management function should be placed in the RTG. Several
options were discussed including the Civil Service Commission, the National
Institute of Development Administration, the Bureau of the Budget, or in a new
General Service Administration type organization. It was finally decided
“hat the Burcau of the Budget would be the appropriate place because of its
management  improvement function and the interest of General Chan Ansuchote, now
transforred to the BOB as The Budget Director. In September 1971 the Council
of Ministers formalized this by sctting up a Resource Management Committee
and appointing the Director of the BOB as its permanent Chairman. The Civil
Service Commission approved a total of ten personnel slots within the BOB
to work on commodity management improvemeat.

In July 1971 a U.S. Resource Management Advisor was assigned to
the O & M Division within the BOB to assist the RTG in this area. Following
the Advisor's appointment a joint agreement batween USOM and DTEC was agreed
upon to provide the U.S. Advisor with sccretarial assistance from RTG Trust
Funds. The advisor's major role since July has beecn to assist the 0 & M
Division in planning, developing materials for, and conducting an additional,
(the fourth), cxccutive level Commodicy Management Seminar. Using the pre-
parations for and administration of this Seminar as a model, the U.S5. Re-
sources Management Advisor was able to assess the strengths and weaknesses
of the Commodity Management Scrvice in administering a Commodity Management
Project. liis analysis indicated that the project outlined in this PROP
should not he undertaken unless two conditions were met: First, the or-
panization tasked with improving commodi ty management should come under the
dircet puidance of the Director of the BOB or onc of his Deputies. Second,
higher Tevel and more qualified staff would be needed to work on this project,

In subscquent meetings with the Director of the BCB an agreement
was reached on both of these points. The Dircctor indicated that he would
directly monitor the informal institute in his position as Chairman of the
Resources Management Committee.  He also agreed on staffing the Resources
Management Institute with higher ievel and more qualified personnel.

2. Strategy

The RTG has demonstrated a sincere desire to improve its manage-
ment of commodity resources.  They have developed a feasibile plan of action
to accomplish this objective. I.S. assistance is an integral portion of

their plan,
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The USOM contract experience with PAS demonstrated several things
about assistance to the BOB. First, it suggested that projects should be
limited in scope to insure that specific objectives could be realized.
Second, it indicated that U.S. Advisors should assist responsible Thai
officials to develop technical expertise and management capability rather
than to assume operational or supervisory roles. Finally, it showed that
management improvement in Thailand js dependent on a variety of factors
of which technical expertise is only one part. On the basis of these
factors the U.S. Advisor made an assessment as to whether project purposes
could be accomplished during the life of the project given the current
cnvironment and the nature of Thai burcaucracy. The Advisor concluded that
certain elements for the project's success arc already existing. These
include high level RTG support and a feasible plan of action. However,
he also found that the BOB currently lacks scveral clements including
qualificd and motivated leadership, technical analytical capability, and
incentives for the maintenance of qualified core of resource management
personnel. USOM strategy is to assist the RTG to develop the missing
clements via this project.

USOM and the RTG believe that the missing project elements can be
developed during the life of the project. In crder to do this, the project
should concentrate in one specific arca at first and then branch out as
project resources increasce. In addition the plan of action needs to be
followed closely to insure that critical project elements are in fact being
developed.  Because of the complexity and inter-elated character of the project,
it is likely that the success of the entire prejrct will be dependent on
these elements.  Therefore, USOM is proposing that unless certain actions
are substantially completed with six months from the tiwe the project begins
(end of fiscal year 1972) that the project be reassessed. These actions in-

clude:

a. The addition of more highly qualified personnel to the Resources
Management Institute.  This includes the assignment of two or more First
and/or Special Class officials to the Institute one of whom will serve as
the Institute Dirvector and contact person for the U.S. commodity management
advisor (by January 1972),

b. The vecruitment and hiring of personnel to fill most slots
within the Institute (by October 1, 1972 - The end of TFY 2515).

. The assignment of three secretarial/administrative personnel
to Commodity Management Institute on a full time basis (by January 1972).

d.  The development of an operational capacity within the Commodity
Management Institute to plan and conduct seminars on their own. This is
to be determined by preparation of a schedule of at least six seminars to
be conducted during the fiscal year and a satisfactory record of completion.
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Advisory assistance in administering seminars should not exceed 25 per cent
of total manpower input (by June 1972).

F, Course of Action

1. Implementation Plan

a. Expand the Resources Management Institute in the BOB by assign-
ing a permanent high-level Thai Director (by January 1972).

b. Assign one U.S. Resource Management advisor to project (by
January 1972).

¢. Conduct a six month project review. 1If preconditions outlined
in K. 2. a. b. and ¢. above are met, continue with project as planned. If
conditions are not met reconsider USAID assistance (by July 1972),

d. Assign U.S. Real Property Advisor for oune year (by July 1972).

c. Continue to arrange and conduct approximately six seminars
per year (fiscal years 1972, 73, 74).

f. Develop training materials in area of Commodity Management
(fiscal years 1972, 73, 74).

g. Reoview and revise commodity procurement and distribution
regulations and procedures (by December 1973).

h. Seclect and send participants for training abroad (fiscal years
1972, 73).

i. Procure RTG Budget support for commodity management staff and
seminars (fiscal years 1973, 74).

j. Assign returned participants specific operational tasks
directly related to theiv training (fiscal years 1973, 74).

k. DPhasce out all U.,S. assistance (by ond of fiscal year 1974).
2. Narrative Statcewment
The Dircctor of the BOB has overall responsibility for implementing
this project. He will appoint one high level (preferably a super grade or

cquivalent) Thai to be Director of the Resource Management Institute and to
have direct operational control over the project iaputs.
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The Director of the Institute will be responsible for assuring
that both the training and regulation revision and other functions are
carried out as planned. He will be of high enough status to call on
available resources within the BOB and throughout the RTG to administer
the Project. He will also be responsible for assuring that the U.S,
advisors are fully utilized. Finally, he will be responsible for placing
returned participants in the Resources Management Institute and giving
them the nccessary guidance and support to accomplish project goals.

The role of the U.S. Advisors in this project will be to assist
the BOB in arranging training programs and revising procedures and taking
other reclated actions as required. The Resources Management Advisor will
spend 25 per cent or less of his time on training after the first six
months of the project. It is expected that the BOB can assume the entire
responsibility for arranging and administering training after that time.
The remaining 75 per cent of his time until fiscal year 1974 should be
spent on assisting tho Institute to revise procurement and distribution regu-
lations and procedures, and in developing occupational standards for the
commodity management carcer fields. The U.S. Real Property Technician will
work with the Resources Management Institute and the Real Estate Property
Division of the Ministry of Finance in surveying, titling, and developing
regulations and procedurcs designed to increcase resources from state-owned
properties.
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