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Preface

This study was conducted during 1965 and 1966 by a team whose
participants have included Villiam J. Siffin, Professor of Government and
Director, Political and Administrative Development Program, Indiana University;
Associate Professor Woodworth G. Thrombley of the Department of Government,
Indiana University (currently on leave as Resident Advisor, National Institute
of Development Administration, Bangkok)ﬁ Dr. Arsa Meksawan, former lecturer,
Academic Division, Institute of Public Administration, Bangkok; and Dr. Amara
Raksasataya, acting chief, Research Division, Institute of Public Administra-
tion, Bangkok (until absorption of the Inatitute into the National Institute
of Development Administration). Mr. Titaye Suvanajate of the Research Division
of the IPA served as a major member of the field research team, giving untold
hours to this study plus an endless patience, impressive intelligence, and
delightful good humor, Various members of the staff of the Institute of
Public Administration also made valuable contributions. Mr., Robert Gage,
graduate student in the Department of Government, made contributions to this
study which cannot be adequately describad. He contributed his vast quantita-
tive analytical skills, and found sclutions to a variety of critical data
problems. The problems he could not solve remain insoluble,

Dr, Malai Huvanandana, Dean of the [nstitute throughout its entire
history, was extraordinarily helpful in furthering the efforts of the study
team, and we are indeed grateful, The Institute of Public Administration
was in many ways the product of his own talent; its problems were in many
ways his problems; its expansion into a new and larger edifice could only
have occured as a result of circumstances he made possible.

William J, Siffin

Bloomington, Indiana
March, 1967
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I

THE CREATION AND DEVhIDPMENT OF THE
INSTITUTE OF PUBLIC ADMINISTRATION

Introduction

On May 3, 1955, a contract was signed which contemplated the creation
of an Institute of Public Aduministration at Thammasat University in Bangkok,
Thailend.

The primary parties to the agreement vere Indiana University and Tham=-
masat University. Indiana, through its Department of Government, was to
provide the technical assistance necessary to the venture. Thammesat was
to cooperate in a variety of ways, providing the Institute with a mandate,
and furnishing ccrtain staff and facilities. The Thais would provide a
director for the enterprise and acquire the skills and resources enabling
them to replace the Americans and the foreign aid financing as the Insti-
tute evolved. They would continue the operation of what was to be a going
concern. The International Cooperavion Administration of the U.S. Depart-
ment of State was also a party to the arrangement, along with the Thei
government. The United States government would underwrite a major portion
of the initial cost of the venture.

The first contract ran for three years, from 1955 to 1958. This time
period was a function of 1limits upon ICA authority, rather than a reflection
of any assumplion that the Institute of Public Administration (IPA) would
be a going concern by that time. All parties implicitly assumed that the
contract would be extended, if the initial efforts proved promising, and

if other circumstances permitted.
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With some revisions the contract was extended for two years in 1958,
and at declining levels of U.S. support was again renewed in 1960, 1961,
and 1963. It terminated on October 31, 196k, when full responsibility
for the Institute and its program was assumed by the government of Thailand.
Eighteen months later, on April 1, 1966, the IPA was absorbed into a new,
more comprehensive organization, the National Institute of Development
Administration (NIDA).

Fer slightly more than ten years the effort to build and operate
the IPA went forward; and its absorption into a new enterprise did not
mark its total demise. NIDA was in a substantial sense an outgrowth of
the IPA The proposal for creating a new, more comprehensive Institute
was shaped within IPA; much of the planning that led to the esteblishment
of NIDA took place within the IPA; and the core of the New NIDA staff
came from the IPA.

In the new enterprise the established public aedministration program
would continue, although parts of it would be merged with activities in
such fields as business administration, statistics, and economic develop-
ment.

The IPA academic program would continue as one faculty of NIDA. The
IPA research activities would be ebsorbed into a larger research enterprise.
The well-established IPA library would become the core of the new NIDA
library. And the whole enterprise would now exist as a unit of the office
of the Prime Minister, rather than as a faculty of Thammasat University.

Financial support for the NIDA development would come from ihe Thai
government and the Ford Foundation, and technicel and professional support
would be derived not from one university alone, but from a consortiulft--

the Midwest Universities' Consortium for International Activities (MUCIA),
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but with Indiane University's School of Business acting as the consortium's
agent,

Under these circumstences the IFA as a discreet organization did, of
course, vanish--a victim not of failure but of growth. The institutional
identity of the IPA was lost but not entirely so. Established activitles
and relationships in public administration would continue. Established
doctrine would continue to be promulgated through the instruments which
emerged during the development of the IPA. 1In the public administration
gector of the new enterprise, there were many things that promiged to re-
main substantially unchanged, &t least jn the short run.

This study concerns the IPA. In the broadeat sense we seek answers
to two questions: To what extent did tha efforts that began in 1955
succeed in creating an Institute that wes also an institution? And what
were the distinguishing normative cheracteristics of the enterprise that
grew out of the contract first signed in 1955°¢

Oof course, other questions are linked with these. The basic object
of the effort that began in 1955 was "normative" rather than merely "tech-
nical"--at least in the minds of strateglc participents in the underteking.
The justitication for the effort and the expenditure was the promise and
the hope that an institution might be created whose cwn norms and value
orientation were somewhat different from those of the Thel bureaucracy,
and that this organization might exercis? some influence and effect upon
the bureaucracy, thus contributing to changes not only in technical per=-
formance capabilities but in actual patterns of behavior. The IFA was
to be a change agent for the Thai bureaucracy. One of our c:jectives 1is
to determine the extent to which this aim appears to have been fulfilled.

Another is to examine how.
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Thus some of the questions that concern us here relate to the stra-
tegy followed in the effort to creste the IPA. In part this strategy was
consclous, deliberete, explicit; but in part it was--for a variety of
raasons--inadvertent. Unintended and wnexpected consequences resulted
from some of the efforts connected with the building of the enterprise.

By looking at both the explicit  and implicit aspects of strategy it may
be possible to make some tentative statements about institution-building
strategies,

We must also explore certain questions concerning the relationship
between institutional qualities of the enterprise itself and the patterns
of its relations with its environment. Presumably there must be some in-
terdependence between these; qualities of the immediate organization both
affect and are affected by qualities of the relationships between the
organization and significant elements in its environment. To cite a gross
example, a "redical" organization openly and avowedly bent upon attacking
certain valued features of its environment is not likely to get substan-
tial support from the entities it threatened,

There are other less obvious characteristics of the possible rela-
tionships belween an organization and its environment. In fact, an organ-
ization can only exist as an "institution" through some kinds of linkeges
with its environment. The essence of institutionality is "meaningfulness,"
An entity is an institution to the extent that it is meaningful to its
participants--to those directly involved in it, and those who perceive
themselves as being affected Ly it.

"Meaningfulness" is not itself a highly meaningful term., In a broad
manner of speaking, a meaningful entity confers something upon 1ts partici-

pants and it is valued as a source of value., An institution may grant
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status. More basically, it may interpret existence and grant identities
which have status components. It mey articulate and enforce acceptable
rules by which to regularize conduct and premises by which to perceive and
interpret phenomena., An institution may confer competence upon partici-
pants who may velue it for its personal effects upon themselves-~their
personalities and their abilities to attain fulfillment. It may be a
prime means for the assertion of values ;herished by participants particu-
larly those with important roles within the institution. To the extent,
however, that an organization‘is merely perceived as one of & series of
alternative instruments by which values may be asserted and conferred, and
to the extent that the particular instrument is seen as having few dis-
tinguishing attributes that make it more desirable or preferable to
equally availeble means for the enhancement of value--to the extent that
this circumstance attains, prospects for distinctive institutionalization
are limited.,

The ability of an organization to confer value upon participants is
never fully within its own control. Environmental factors--social system
characteristics--play a vast part in determining what may be valued. Thus
the work of Christian missionaries in Thailand has been distinguished by
lack of success converting Thais--missionaries have little of value to
confer upon the members of an sbidingly Buddhist society, 1In fact, one
finds a stark--though interesting and significant--dlscrepancy in certain
veluational aspects of missionary efforts. The prime actors, the missionaries,
see themselves as proselytizing a faith. Thy myriad facets of their roles
are made meaningful and coherent by this goal. Many of the other partici-
pants--the customers or clients in particulaer--also value the missionary

enterprises, seeing them, for example, as distinctive instruments of
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educetion, or in some cases as preferred sources of medical assistance.
Discrepant valuations of this sort by participants in a given enterprise
are potentially unstable. Functions perceived by the institutional leader-
ship as instrumentsl to prime purposes are perceived as valued ends by
other participants. They may tolerate the proselytistic aspects of the
institution exactly so long as these are not perceived to be inconsistent
with, or threatening to values that are inconsistent with missionary goals.
From such circumstances erise many opportunities for stress, conflict, and
failure of institutional efforts. But in such cirecumstances, too, exist
potential opportunities for induced changes--for indirectly attaching
(seeking, if you will, to subvert) ecxisting institutionalizgd values
through collateral atteck. In purely speculative terms, it seema that the
effizacy of such strategies of collateral attack are likely to be deter-
mined not by the attack per se, but rather by a concentration of circum-
stances: If environmental conditions erode the relevance and potency of
esteblished institutions, then--and perhaps then alone--an emerging entity
which is valued for disparate reasons may capture the game, It may move
farther into the realm of institutionalization; its substantive goals may
come to be increasingly valued by a widening range of participants. But
this value disparity, which seems an inherent characteristic of any emerging
institution that aims to capture a clientele that is not "inside" the
orgenization, also implies that the institutional organization is likely
to be in an unstable, precarious condition. It may not be eble to induce
enough clientele acceptance and support. The comnitment of its own prime
participants may erode or shift.

It is always poesible that an institutlon mey be valued for various

and even disparate ressons. This premise has certain strategic and tactical
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implications for those who would build institutions. And it is a matter

of utmost importance for those who would seek to understand them,

The Evolution of the IPA

The Indiana~Thammesat contract of 1955 was an outgrowth of subtle
end complex circumstances which defy unravelling.

In 1952, the U.S. Mutual Security Agency had, with the approval of
the Thai government, contracted with the Public Administration Service of
Chicago for & survey of public administration in Theiland. About the
gcgne time, the late Dr. Rufus B. Smith, Chancellor of New York Univer-
sity, came to Thailand under the auspices of the Fulbright program to work
at Chulalongkorn University. With Dean Desem Udhayanin of the Chulalong-
korn political science faculty, Smith made a study of public administra-
ticn training neceds.

Subsequently the Thai Prime Minister, Field Marshal P. Philbulsonggranm,
expressed an interest in doing something about the nation's public admin-
istration trainfag facilities. Discussions took place within the Thai
government, and between it and the U.,S. Operations Mission in Thailand,
One participant in them was Dr. Malai Huvanandans, Desn of Political Sci-
ence at Thammasat University. V

Dean Malai happened to meet Dr. Walter H. C. Laves in the winter of
1953-54 at a UNESCO-spansored conference at Rangoon. The possibilities
of expanding public administration training in Thailand become the sub-
Ject of a Giscussion between the two. At this time Dr. Laves lnew that
he would soon be joining the faculty of Indiana University as Chairman of
the Department of Goverrment. When he did so in the fall of 1954 he began
to explore the prospects of a contract under which Indiana University's
Department of Goverrnment would essist the Thais in expanding their public

adnninistration faculties,
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In March 1955, after various preliminaries had been completed,
Professor Laves went to Bongkok under the aﬂspices of the International
Cooperation Administration to negotiate a posaible contract.

It quickly became apparent that the U,S. Operations Mission in
Thailand, while quite interested in the prospect, had given little thought
to the specifics of a prospective arrangement, although thare was a general
assumption that a venture should involve the creaticn of a public adminis-
tration training facility that would serve as & source of expertise in
Thailand. The previously-esteblished Manila institute undoubtedly in-
fluenced the thinking of ICA and its Thailend mission.

As for Thei expectations and desires, it appears that these too were
relatively genersl, and congruent with those of USOM-Thailend.

Previous planning in Bloomington by an ad hoc committee by Chairman
Laves had centered on the idea of creating an Institute of Public Adminis-
tration modeled after the sort of organization that had developed within
the United States--a multi-purpose agency, located within a university,
and engaged in academic activities, research, and training. 1In Bangkok
this vision seemed plausible, and it ran counter to no other perspectives.
The immediate question was: where should such an entity be located?

There were two choices, Thammasat University and Chulalongkorn.
Thammesat had no progrum or faculty in the field of public administration.
For all practical purposes it granted no graduate degrees, It did have
accounting, law, and political science faculties. And the university pro-
duced most of the nation's college graduate civil servants. Yet the student
body had a reputation for strong anti-government views and this was

reflected in & continuing emphasis on governmental control of the university.
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Partly for this recason the rectorship was held by the Priwe Minister,

Tho only alternative to hemmasat was Chulalongikorn University,
with {ts royalist traditioﬁ. Chulalongkorn had evolved in the early
decades of the Twentieth Century, during the last phkase of the absolute
monarchy, largely for the purpose of producing trained cadres of civil
officlals, Following the Revolution of 1932, when the absolutism of the
monarchy was brought to an end, Thammasat was created to produce a newer
breed of officials, free of the taint of royalist identification, In
1955 it was generally agreed that Chulalongkorn was a much stronger
institution, with higher academic standards and better students than
Thamnasat, Its Dean of Political Science had manifested en interest in
public administration and even co-authored a small monograph on Thai
public administration, But the Prime Minister, whose concurrence and
support vere essential to the undertaking, was identified with Thammasat
Univorsity. 7This no doubt was an implicitly influential factor in the
choice of a Thai base,

Another factor came fnto play: a ccmewhat competitive relationship
between the deans of political science at Thammasat (Malai) and
Chulalongkorn (Kasem). Dean Malai had occupied a central role in the
preliminary explorations that occurred before and during March, 19553
he was the Dean of Political Science at Thammasat, Holder of a Pa,D,
in political science from the University of Michigan, Malai indicated
some preference for his old alma mater as the supporting university,
aut Michigan was already engaged in a contract in the Phillipines, and
American foreign aid officlals were unwilling to consider Michigan as
a contracting party because of the university's prior commitment, With

Michigan unavailable, Dean Malai had no personal objections to Indiana
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University, and Dr. Laves was on hend,

Another key individual on the scene in Bangkok supported the
contemplated arrangement, l.e., the Laves proposal, This was
Dr. Edgar B. Cale, Chief of the USGM Fduecation Division fn Thafland,
He was prepared to select Indiana for the contract, partly on the basis
of his past acquaintance with Dr, Laves and his appareatly favorable
opinion of the University (where he later sent a daughter and a son
to school), Preliminary discussicns batween Laves and Cala also
opened up the prospect that Cale might becoms the Chief of Party of the
Indiana University Public Administration Teem when the contract was
negotlated, This prospect, serfously considered at Indlana University,
was soon precluded by a legal objection from ICA. According to agency
atrtorneys, Cale's appointment would have constituted a conflict of
interest,

Dr. Laves left Bangkok at the end of March, after having helped
write a memorandum of agreement which looked forward to the establishe
went of a contractual relationship between Thammasat University and
Indiana University., The Prime Minister of Thailand had agreed to the
arrangement and had promised that substantial cooperation would be
forthcoming from Thammasat, It was also understood at this point that
Dr, Malai twrould become the head uf the new organization, In a little

more than a month, in May, 1955, the contract was signed,

Motives and Expectations

The Indiana~Thammasat contract symbolized the concantenation of a
set of Interests, reciprocal and interacting, if not mutual, It is

fmpossible to specify the nature of these iuterests and the underlying
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motives and expectations except in a most incomplete and fmpresaion~
{stic manner, For that matter, it is not so much these motives that
count, but rather the consequences of the efforts which grew out of
them,

Yet the motives and expectations are not entirely irrelevant.
Commitments were cmbedded in them, and these commitments were bound to
affect the perceptions and actions of contributors to the development
of the IPA,

The fullest statement of expectations was made by Dr, Laves, in a
report to the principal administrative officers of Iadiana University
in April, 1955, He saw the pending contract as enriching the University
and its larger community by relating the institution to the great
revolution of rising expectations~-economic, political, social, and
culturaleshe saw as occurring in Southeast Asia, Re perceived the
University as deriving tenefits to its research, instructional and
gservice activities, Finally, he believed that throuvgh this contract
+he University would "shere in the nation's responsibility for helping
develop institutions and opportunities that in turn would contribute to
the emergence and strengthening of free government,”

Tho Chairman of the Government Department undoubtedly also saw
opportunitics and benefits for his own unit of the University--'"free-
floating resources" that would contribuie to the strengthening and
expansion of the department, activitlies that would link the academic
aspects of the department with practiouner concerns; and, undoubtedly,
an increment of stature and prestige both for the department and hime
self as chairman,

U.S. aid authorities both fn Washington and in Bangkok undoubtedly
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perceived the contract as a relevant and worthwhile facet of American
foreign aid to Thailand, Southeast 4sia was an abiding object of concern
to American policymakers at the time, The Thai government showad every
sign of being an ally of the United States in a part of the world full
of portents of trouble, Activities that contributed to the strength of
the Thal burequeracy were generally viewed as inherently beneficial,
The use of a contract arrangement for such a purpose in thle field of
public administration education, training, and research was not UN-
precedented, And a technical assistance arrangement in which the
indigenous government would domonstrate its support for the project and
agree to absorb it over a rather short period of time was intrinsically
desirable, There 'rould be a limited investment of U.S, resources and,
hopefully, a grouing, deepeniug host courtry commitment to the enterprise
and its objectives,

As for the Thais, one can only suvggest plausitle objectives of Thal
government participation, In the firse years of the contract venture,
extensive discussions between Indfana's chicf advisor and the Thai
Prime Minister and Minister of Interfor indicated to him that these two
strategically situated individuals did have an earnest congeious
commitment to improving and strengthening the bureaucracy, They did
not see this as involving fundamental changes in the character of Thai
government, or as involving any peaetrating challenge to the values of
the regime.

Parenthetically, thelr gemeralized reformistic posture was by no
means novel, Great and lasting bureaucratic reforms had occurred in the
latter part of the Nineteenth Century, At that time extensive use was

made of foreign advisors, Among the apparvent. consequences of this
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earlier effort at bureaucratic reconstruction had been the preservation
of Thailand's independence in the face of threats from France and
England, Certainly the broad, general idea of bureaucratic improvement:
was not beyond the comprehension or apprecfation of the Thatl government
leaders,

Yet many of the implications of such an effort may well have
escaped them, The inconsistency between a sometimes capricious,
oligarchic authoritarian regime structure and g Hestern=style dedica-
tion to responsible, lawebased, performance~oriented bureaucracy is
an example, But national leaders almost inevitably must deal with
generalities a large part of the time, and there were plausible bases
for assuming that an Institute of Public Administration was likely to
be beneficial and not perceivably threatening of the status quo to which
these political leaders were committed,

In addition there had been representations from the foreigners
concerning the need for bureaucratic improvement., Some of these have
been cited above, Others took place in the context of various aid
programs in ficlds ranging the military to public health and education,
The Thai leadership probably appreciated the significance imputed by
the Americans to public administration reform; if so, this must have
enhanced their receptivity for the proposals reflected in the Indianae
Thammasat contract,

Also vwithin the Thai context there was Dean Malal, His motives
are not by any means fully known, He also served as Deputy Director
General of the Department of Public Welfare in the Ministry of Interior,
Throughout hia carear in the postewar era he had avoided any full

commitment to academic affairs, Rather, these were a substantial and
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suitable sideline for the holder of the first American Ph,D, in
political science to be achieved by a Thal,

Undoubtedly the Dean, too, perceived of the IPA as a useful
instrument of service to the bureaucracy, No doubt he also saw in it
an opportunity for advancement in status--or at least for the expansion
of the realm in vhich he possessed relatively high status, If the
highest level of the government supported the establishment of an IPA
the Dean as the head of that organization would probably benefit in his
relations with the nation’s political leadership,

Finally the Dean had extensive experience in dealing effectively
with the "farang," the lesterners with whom he had worked as a student
and as an official, He had proved graceful and effective in these
relations, He sat’ no great threat or herofc difficulties in the
prospective relationship with a staff of Vestern University advisors,
On the contrary, he may have looked forward to it, partly as an
opportunity for his owvm continuing involvement in academic affairs,

Out of these perspectives an agreement was reached on a contract,
Behind this agrecment was no broad and substantial perception of the
full nature of the commitwment inherent in the enterprise,

The American contractors, for example, knew nothing of Thailand,
And neither the Thais nor the Americans consciously perceived the depth
and significance of the normative variance between long-established
characteristics of the Thai bureaucracy and the central doctrine so
unquestioningly assumed to be relevant and appropriate for the Institute
of Public Administration, Thus was a venture established on the basis
of a series of visions~-visions whnse cungruence was essentially a

function of thcir limited depth, as well as the extent to which the
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parties to the agreement were able to avoid articulating conflicting
premises,

For instance, some persuns within Indiana University perceived
of the contract in part as an indirect instrument for Thai political
development, something that would have been regarded with less than
enthusiasm by some of the Thals who agreed to the venture, At most,
the Thais who contributed to the decision to establish the IPA per-
ceived of it as a limited instrument: it might increase the performance
capabilities of bureaucrats without much affecting the sociowpolitical
gtatus quo, To the extent that this status quo included norms at.d
patterns inconsistent with the perspectives and fundamental attitudes
of the foreign professional advisors, there were potentialities for
dissonance in the venture,

This vas the situation into which the Americans, most of them

wondrously innocent, moved fn 1955,

NEficial Objectives

The 1955 Indiana~Thammasat contract specified a set of objectives:
"To assist the University of Thammasat in improving, establishing, and
expanding:
1, its academic program in public administration at undere
graduate and graduate levels;
2, 1its facilities for ineservice training programs for
govarnment officials;
3, 1its facilities for research;
4, 1its facilities for providing technical consultative

service to the government;
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S. teaching methods;

6., library and reference facilities in public administration,”

These objectives contemplated not only the development of academic
courses and research programs, but also a direct working relationghip
with government officials in the field of training, The stated aims
were direct outgrouths of the planning which had taken place in
Bloomington prior to the March, 1355, negotiations., The basic idea
was simply to establish a general purpose institute of public adminis-
tration, draving on established models, and assuming that such an
enterprise would in various ways be beneficial in Thailand, just as
such enterpreses had proved beneficial in other places,

From the American viewpoint there was implicit in these statements
of objectives the underlying aim of developing an enterprise which
would promote productivity, rationality, efficiency, and "responsibility"
viewed more or less in Vestern terms, This would be done by inculcating
into the Thais the kinds of technical competence and professionalism
characteristic of estern bureaucracies. (and in the minds of a few
people, at least, this might in various ways contribute to the
prospective grouth of "free government,")

Substantial difficulties in the enterprise were, of course,
perceived-~problems of staffing a contract by a Government Department
which in 1955 contained no more than 15 members, only two or three of
whom worked in the field of public administration, was one such
problem,

Another tzas language, Nobody in the Indiana miliey spoke or
read Thai, although the first chief advisor on the contract rapidly

acquired a speaking proficiency i{n the language,
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Moast of the other problems were perceived to be technicale=
matters of support, procurement, record-keeping, f£inance, ete, There
would be, of course, political problems in dealing with the Tahlis,
to be handled on a situation-by~-situation basis, mostly in Bangkok,
Basically, it was assumed that a substantial amount of unquestioning

cooperation would be forthcoming £rom the recipients.

The Effort Begins

The first phase of the {nstitution-building effort might be defined
as May, 1955 - February, 1958, the period of thne initial contract,

In these two years and nine months a very substantial set ot
activities occurred, The first group of 14 parcicipants to be sent
to Indiana for training was selected by a committee composed of
Dean Malai, Dean Kasem of Chulalongkorn University, Luang Sukhum
Nayaprudit, Secretary General of the Thai Civil Service Commission,
and Dr. Edgar B, Cale, They arrived in Bloomington, Indiana, on
Scptember 14, 1955, (The first of them, Khun Bunchana Atthakor, was
back in Bangkok by the end of 1956 with his M.A.)

About the same time (September, 1955) the first contingent of the
Indiana University advisory staff arrived in Bangkok: Dr, Joseph L.
Sutton, Chief Advisor, Dr, Joseph B. Kingsbury, visiting professor of
public administration, Mr, Walter B. Johnson, visiting prefessor of
public welfare, and Mr. John W, Ryan, research associate and doctorate
candidate in government at Indiana.

By May of 1956 the academic program of the Institute had been
officially announced, The work of preparing certaln teaching materials
fn English had begun, The rosearch division, headed by Dr. Adul-er

Wwichiencharoen—~a rclatfvely ysung That.with a P, in political science from
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American University, Vashington, D.C,, (international relations)-=~had
drawn up an ambitious program, It had also prepared the first comprehensive
organization charts of the Thai government. First steps were being taken
to prepare a manual of government organization (a project finished some
seven years later) and at least seven other projects had been planned,
Meanwhile the IPA was building a staff., A library was developed.
By 1958 it contained more tham 6200 volumes &nd 140 periodicals and
was being managed by a Thal staff member with professional library
training.

By 1958, too, brief draft textbooks in public administration and
personnel administration had been completed by Professor Kingsbury,
and brief monographs had been written on several subjects, including
local government in Thailand, the administration of Bangkok municipality,
and the administration of public social welfare services in Thalland,

The training division of the Instituts was in the early stages
of ifmplementing a vast progran calling for the development of
200 training directors who would have prime responsibility for in-service
training in the ministries, departments, and other major egencies of
Thai government. By the beginning of 1958 the division had conducted
{ts £icst training directors course for 18 officlals, A Government
Advisory Board for in-service training had also been formed with the
prime minister as chairman and with the undersecretaries of the various
pinistries of Thal government as other members, At its meeting (perhaps
{ts sole meeting) in May, 1957, it had "approved" the IPA training
directors program proposal,

By 1958 more than 100 students were enrolled in the Institute's
courses. (The recruit of these students is discussed elsewhere, )

Additional textbooks were being prepared, on comparative local government
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and administration, and on orgenization and management,

At this point, when the first Indiena~Thammasat contract came to
an end, the Institute had a Thal staff of sixteen professional members,
{ncluding six returned participants, plus another sixteen administrative,
clerical and miscellaneous employees, The Indiana advisory staff
resident in DBangkok included ten professional and one administrative
staff members, The Institute's fourteen courses were being taught by
Americans, assisted in some cases by Thal counterparts. The in-service
training program was being managed by Americans, alded by the newly
dasignated chief of the division, Khun Chan Smitawet, a returned partici-
pant with an M.A. in public administration, who died suddenly on May 30,
1958, The research division was engaged in a substantial set of service
activities, in particular assisting the Ministry of Interfiorts Board on
Legal Problems of Labor Relations, A comprehensive study of the
organization of Thammasat University was about to begin, under the
direction of Professor Douglas Ellson, one of the advisory staff
members, Another advisor, Mr. Henry Graham and his wife were engaged
{n a study of the Thai fam{ly life, Mr, Frederick J, Horrigan, a
doctoral candidate and research associate, had completed a draft
study on provincial and district administration, which was to serve
as his dissertation, And John Ryan, another graduate student, had
finished a report and dissertation draft on municipal government in
Thailand, There vas, in short, a sizeable amount of activity in the
research division, although most of the research was actually being perw
formed by the American advisors,

The IPA was in a relatively early stage of development, The
formal plan, vhich had been drawn up in outline even before the

Indiana-Thammasat contract was signed, was being implemented. The
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Institute was largely being run by the Americen advisors, A substantial
Thal staff had not yet appearcd on the scene, This was the stage of
affairs that attained when the negutlations of a contract oxtonofen

occurred,

Phase II of the Development of the Institute

In 1958 the contract was extended for two years., The new arrangement,
the stated objectives of which did not vary substgntially from those
contained in the first agreement, anticipated a relatively short period
of time during which the Thai contributions to the operation of the IFA
would grow substantially,

Under the original contract the Thal government had provided
quarters for the IPA at Thammasat University, but Thal expenditures for
the operation were funded out of the counterpart funds avallable for
such purposes, Few regularly appropriated funds had been made avallable,
and an offical table of approved civil service positions for the IPA
renained to be created,

This last circumstance had caused an acute problem, the difficulty
of absorbing returned participants-~a matter discussed more extensively
in the section on the Thai staff,

During the second contract period a series of official positions
was created, The Thai government accepted responsibility for paying the
salaries of incumbants of those positions out of appropriated funds,

And by June 30, 1960, it also accepted responsibility for funding the
continued development of the IPA library, as well as for buying any
other supplies and equipment needed in the Institute, By that time the
library collection had grown to 1.,000 volumes and 200 periodicals,

1960 was a vatershed year for the IPA, The contract which expired

on June 30 of that year was extended for 12 months "with the possibility
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of further extension beyond this period,"

During the £irst half of 1960 tkz job of organizing the PA
continued, In February, heads of divisions were named, Doctor Choop
Karn janaprakorn became head of the academic division, Doctor Sukdi
Pasuknirunt was made director of research, (Both were returned partici~
pants with PhoD.'s in government from Indiana University. Choop was an
experienced former official of the Ministry of Interiocr, where he had
been a protege of Dean Malal,) Mr. Bunchana Atthakor, a man of about
forty with prior experience in the Minlstry of Finance and in private
business, became head of {neservice training, The library was made a
separate division under the directorship of Miss Navanitaya Rojanasena,
another returned participant with a library science degree. An Institute
executive committee was also organized, and Dr, Choop w&s designated
Associate Dean, with responsibilities for nasgisting the Dean in program
planning and administrative supervision, This post was created in
response to a long felt need for full-time leadership in the Institute."*

By the year's end the Thai staff bhad grown to 18 professional and
10 admi ..strative members, fncluding 12 returned participants. The
Indiana staff had declined to five professional end one administrative
member. 39 participants had been gent abroad for training (including
two shorteterm training tours for bureaucratic officials engaged in
{n-gervice training activities). 32 of them had returned to Thailand
by the fall of 1960, After 1960 only three participants would be sent
abroad for training, and nine would return, Of these nine, four would
acquire Ph,D.'s; and at the end of 1965 none of them would remain on the
staff of the IPA, although two would be teaching at the Institute on a

part-time basis.

*renth Scmi-Annual Progress Report on Establishvent of an Institute
of Public Administration at Themmasat University, Bangkok, Thailand,

Indlana University, Bloomington, 1960, p., 3.
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By September, 1960, 342 studer:  had been enrolled in the M.A,
program, At least 70 percent of them had come to the IPA of their own
volition, vhile another 30 percent had been nominated by government
ninistries. 85 students had completed their course work and becoma
thesis=-uriting degree candidates; 29 others had completed theses and
obtained an MPA degreec, -

Yet there was no "fulletime" Thal instructor in the academic division,
The Associate Dean and director of the division was being assisted by
two other members of his division who also had research responsibilities.
The teaching staff was made up largely of part~time instructors, nearly
all of them former participants in the Indiana University training program,
The American staff was declining in size, and the Institute was planning
to build its academic staff over the next four years to a minimum of
seven instructors with Ph,D. level training--including four participants
then in the United States studying toward the Ph,D,

Plans were being made to produce textual materials in Thai,
although not much of this had yet occurred, A public administration
journal was also being planned, and a small contribution had been
obtained from Thammasat University to help finance the initlal stages
of the venture ($1,000,000),

Eleven research projects were reported as "in progress," five of
them being conducted by Americans. (Three or four were eventually
completed) In HNovember, 1960, Dr, Sukdi, head of the research division,
resigned to accept a post in the Political Science faculty of Thammasat
University.

The in-service training division was continuing to operate a variety
of technical training programs for government officials, in supervision,

office management, and other fields, But in May, 1960, first steps were
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taken toward the establishment of the executive development program
which became the major feature of in-service training in the IPA during
the years from 1960, Meanwhile the {nitial vision of creating a net-
work of training directors throughout the ministries and departments
of Thai government was fading away, and the Thai director of the division
also faded away~~he resigned in July, 1960, to take a more responsible
post in the bureaucracy. By the end of 1959, 84 men and women had been
designated by their ministries of departments and trained to function
as training directors; but in 1960 only two were actually engaged in
training as their primary function within particular bureaucratic

organizations,

Developments After 1960

In 1961 the Indiana-Thammasat contract vas extended for two more
years, to October 31, 1963, During the first of these yecars the American
advisory staff was reduced to a total of three plus secretary and in the
gecond year of the contract the American gtaff was reduced to a chief
advisor and an ineservice training advisor. There was also some use of
ghort term consultants, By the end of 1961 the Thai staff had risen to
22 professional members with civil service status, including 13 returned
participants, 24 additional staff members vere being carried out of
the special University budget and=—in six cases-~out of the counterpart
project budget, The Thai government had assumed almost full financial
responsibility for the Institute's operation, furnishing an operating

budget for Ziscal year 1962 of baht 1,330,000 ($66,500), The Thal Journal

of Public Administration had come into existence with the publication

of the first issue in July, 1960, Pyblication was primarily in Thai but
with some articles and summaries in English, Publicatfon for the first

eesn wanea wan haing snbaidizad bv a grant of baht 110,700 ($5,535) f£rom
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In 1962 the Thai professional staff grew by a net figure of 1, The
Institute gained tio and lost two staff members who had received overseas
participant training. The General Assembly of EROPA (Eastern Regional
Organization for Public Administratfon) was held in Bangkok under the
sponsorship of the IPA, And the last course in the MPA program being
taught with assistance from an American was taken over the Thais,

In the next year the Thai profeusioual staff grew by two members,

A new chief of the in-service training division assumed substantial
responsibility for the work of that division, which ran or participated
In 44 training programs during the year, including several executive
development programs,

By nov it vas obvious that foreign aid support for the IPA was
about to end (although a one~-year extension of the contract to October 31,
1964, was obtained). The American chief advisor and a few members of
the Thal staff began to explore the possibility of obtaining Ford
Foundation support for an enterprise which tould be an outgrowth of
the IPA, And in November, 1963, a three-man survey team came to Bangkok
and recommended that a National Institute of Development Administration
be established,

By 1964, when the last Americans were withdrawn, the Thai staff had
risen to 35 professional members including 16 raturned partieipants,

The academic program continued to move along with a new enrollment of

40 students in the {irst semester of that year. A total of 80 students
had completed the thesis and obtained the ISPA, The library had growvn to
almost 20,000 volumes, approximately one-fourth of them in Thai, And the
Thai government passed an act authorizing the establishment of NIDA

subject to negotiations with the Ford Foundation for support during the

Organization's formative years,
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Before the end of 1965, these negotiations twiere completed, the
last of the Indiana University chief advisors returned to Bangkok to
work with the IPA staff in the development of NIDA, and on April 1,
1966, the Institute of Public Administration ceased to exist and a

new National Institute of Development Administration came into being.

Some Comments

This thumb-nail sketch does not begin to portray the substance of
the scmetimes strenuous and often confusing activities involved in the
effort to establish an Institute of Public Administration in Bangkok,
It does suggest a feus things, however,

In the first place, the vision of the venture was substantially
articulated in formal fashion by the time the venture began; and this
formal statement of the visicn was never formally changed in any
substantial fashion, The academic progrem cuntinued to be in 1965~=in
formal structure~-tshat it was contemplated to be In 1955, The research
division led at best an uneven existence, Much of the actual research
was done by Americans in the earlier years of the venture, and the
efforts of the Thais vho followed them made no vast contribution to the
range of knowledge available in Thailand, The Ministry organization
charts, the organization manual series, a '"Tho's Who in Thailand" and
a survey of the incomes and expenditures of the civil servants were
completed, A variety of "service research" projects were also under=-
taken, A hundred master's theses were produced, many of them in Thai,

and some quite informative. The Journal of Public Administration had

achieved a total of almost 1200 subscribers, and contained a variety of
apparently useful information and commcntary on matters administrative,

Topical articles included descriptions of various governmental programs
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and activities, historical statements, summaries of theses, descriptive
essays on such matters as policy making and the use of staff, and book
reviews, The object of the Journal was "to disseminate knowledge of and
increase the understanding and fmportance of public administration in
Thailand,” No one could say that the Journal had not by 1965 begun to
make a worthvhile contribution to these purposes,

In' the second half of the time period covered in this study the
in-service training divisfon of the Institute penetrated the upper
reaches of the Thal bureaucracy with a seemingly successful executive
development program, vhile continuing to run a variety of "nuts~and-
bolts"” training activities for lwwer level officlals, The efforts to
promote the establishment of training directors within Thai government
agencies had been abandoned as a substantial failure, and tte IPA ifself
moved into the center of the arena of administrative and managerial
training vithin many of the civilian sectors of the Thai government,

It is vorth noting that: the Indiana University vision of the IPA
had stipulated a training facet, but the content of this aspect of the
program was essentially undefined in the original plan for the Institute,
The planners were essentially orfented tovard the expression of their
own teaching-research perspectives, and had little substantive knowledge
of training matters and strategies, The first American training
advisor was imported from the Philippines, bringing with him the
professional perspective of the training expert and the strategic
perspective that had evolved in his previous tour of duty, These
bacame the bases for the effort to build a training « aterprise=~an
effort which ran afoul of intrinsic qualities of the Thai bureaucracy,
with its limited capability for absorbing and using ancillary technical

staff., And after five years the strategy was shifted: the IPA accepted
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the role of direct training agency (a role which had already evolved to
gome extent) and with new Western leadership sought to exert a substantial
fmpact upon upper echelon and top echelon bureaucratic personnel,
through its executive development program,

Beyond any doubt a novel enterprise had been established within
Thailand, At the end of the last contract the IPA was being funded
entirely out of regularly appropriated funds of the government (and
drawing small supplemental funds from such sources as the Asia Foundation
‘and ofl companies for special projects), The IPA had discovered the
Ford Foundation and shaped a successful strategy for capturing suppert
for another round of development,

Within the bureaucracy, too, a cohcept of ‘public administration”
had undoubtedly evolved into a level of meaningfulness which had not
previously existed, then the IPA was first established one of the
early vexatious problems concerning the staff was the creation of a
suitable rubric for expressing the Thai equivalent of the phrase
vpublic administration.” Learned scholars were consulted and disagree-
ments were eventually resolved in arriving at a Thai equivalent, which
established a linguistic basis for dtffetentiatin; public administration
from "political scicnce” and "law,"

A thriving library was being operated; a host of "service activities"
were being performed--most of them involving the preparation of informa-
tional memoranda for government officials, and a steady £low of students
was moving into and through the academic program, The IPA had become
an established faculty of Thammasat University and might well have
continued as such,

Indirectly the Institute had exercised a substantial impact upon

the University itself, The Ellson survey had been influential i{n laying
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the grounduork for a number of modernizing innovations within the
University. The first director of research of the IPA, who later as
Secretary General of the University arranged for the Ellson survey, had
created a nev faculty, startlingly modern in character-~the liberal arts
faculty of the University in which all firstwyear students were now
enrolled before moving on to the more traditional other faculties,

Yet there were grievous problems, and by no means all of them had
been solved at the end of the last contract in 1964, And there were
also lurking questions regarding the intrinsic institutional qualities
of the organization vhich beyond all doubt had indeed been established
in Thailand,

Only in the field of ineservice training had any significant
innovations occurred following the initial planning of the IPA., And
after 1960 the vhole emphasis in the contractual relationship between
Indiana and Thammasat Universitfes was focused upon phasing out the
relationship, Periodic program review sessions both before and after
1960 dealt with immediate problems of organizational maintenance and
support--leadership and staffing, and the transfer of financial obligations
to the Thai government--rather than with anything more broad or basic,
And the leadership of the IPA itself, faced with very substantial diffis-
culties in establishing positions and capturing staff, never fully
succeeded in such matters as the creation of a fulle-fledged academic staff,

In the 1960's the response within the IPA to the problems that faced
it was essentially a collateral response~-~a successful quest for a shift
to a new bigger scene of action, The questions that confront us here,
however, concern the time immediately before NIDA, Our object {s to explain

the outcome of the efforts sketched above and to discern as fully as
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possible the institutional qualities of the IPA as it existed in 1965,
In doing so ve shall examine certain seemingly significant
characteristics of the IPA staff, and the relationships between the IPA

and strategic elements of its environment,
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. TNE PROPESSIONAL STAPy €2 TR
INSTITUTE OF PUBLIC ADMINISTRATION

Introduction

When one considers the Institute of Public Administration f£rom an
institutional perspective, the staff of the IPA lies at the center of
the examination,

Granted that the staftf is not the institution, Granted, too,
that the full institutional quality of the IPA cannot be ascertained
unless one looks beyond the organization, into its crvironment and
into the patterns of perception and interaction that characterize
organization-environment relations, Granted even that the staff does
not equal the Institute ~- that therc are other features of the entity
which can and must be dealt with apart from a portrait of the staff,
Grant all these things and it remains true that the attitudes,
perceptions, and activities of the IPA statf are essentlal features
of the organization as institution,

Tn 1965, shortly after Indiana University's contractual relativn-
ship with the Institute of Public Administration came to an end, the full
gtaff of the IPA consisted of fifty-one officials with regular bureau-
cratic status and thirty-six ''temporary,"” or non~status employces,

At least eleven established positions were not being filled on a
regular basis (i.e.,, they were either vacant or were staffed by "acting"
fncumbents), At the head of the Institute was a Dean, serving on & part-
timo basis, and devoting a larger share of his efforts to & more

substantial position, that of Deputy Undersecretary of the {important

Ministry of Interior,

- 30 -
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The Professiunal steff

Of the 87 staff members of the IPA at the end of 1965, 29 occupied
professional positions. These were the chiefs of division, the instructors,
the research associates, the training officers, and the librarians. with
perhaps 7 exceptions (translators, assistant librarians, research assistants,
and an audio-visual officer) the full-time non-civil service employees
were in clarical, semi-gkilled, and unskilled labor positions. So are
half of the civil service officials. The remaining 29 members of the IPA
professional staff are the prime objects of our interest and concern.

They headed the divisions, taught some of the courses, planned, conducted,
and directed the research, and carried out the training activities which
comprise the IPA program. Some of the malso operated the IPA library which
is essentially a tool of the rest of the organization. They occupied the
special grade, first grade, and second grade positions in the Imstitute.

Much of the "meaning" of the IPA inhers in these people. To a
considerable degree the organization is what they perceive it to be. If
{t evolves, they exercise the perceptions and set the directions. If it
has coherence, they give it much of that coherence. These, then, are
the objects of our attention as we study the perceptions and attitudes of
ths IPA staff.

On page _of this chapter an organization chart indicates how the staff
1s divided among the various divisions of the Institute. There is the usual
neat pattern of the formal chart, but it is somewhat misleading. The
academic, research, and inservice training divisions are, in practic,
not so sharply or clearly delineated as the chart implies. Thus, members

of the rescarch and training divisions both participate in the academic
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program, and members of research and academic divisons at times perticipate
in inservice training activities. A group of personnel scattered through
the academic, research, library, and training divioions tend to ident{fy
with the Associate Dean who 15 also head of the academic division. There
are subtle and complex networks of orientations and relations within and
among the various divisions of the IPA, significant aspects of which are
discussed later in this study. At this pdint we assume merely that

(1) there is a professional staff, and (2) that its perceptions and atti-
tudes are a significant feature of the overall entity. Ve shall procead

to examine certain basic characteristics of the professional staff of

the IPA.

Background: The Recruitment of the Staff

Data in following sections of thia report will show that the
professional staff was a rather heterogeneous group. They varied in
academic backgrounds (at least three are graduates of the IPA itself).
Some have foreign degrees; others do not. They varied in length of
service, A fcw were with the 1pA practically since its inception. The
Dean for example, served for more than ten years, from the creation of
the Institute in 1955 until its absotption into the National Institute
of Development Administration in April, 1966. A few other participants
also became involved with the IPA svon after the contract was siganed
between Indiana and Thammasat Universities, in May 1955, They were
among the earliest participants selected for the foreign graduate
training that was to be the basis for building a Thai staff.

Members of the early participant training groups formed the

nucleus of the IPA professional staff in the years following their return
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to Dangkolk, This is by no means the only ifwportant premise that

characterizes the recruitmont of the IPA professional staff, but it
is among the most significant.

Other staff members ware added over the years, some of them
later participants in overseas training activities £inanced umder
the Indiana-Thammasat contract, and others recruited within Thailand,
Perhaps the most i ortant of this last group was the Directur of the
Tralning Division, Mr, Pathom Jarnson, Khun Pathom came to the
IPA from the Ministry of Cooperatives, where he had served as traine
ing director-~one of a few such officials who ccme into existence
as a result of the efforts of the IPA in the latter 1950's to pro-
mote training as a recognized function within the agencies of Thal
government,

Cne of the fundsmental premises in the effort to build the
IPA had been the assumption that a group of promising and willing
fndividuals vould be recruited jointly by the Dean of the Institute
and the American advisors who first went to Thailand in 1955, They
would be sent abroad for graduate training, most at the M.A, level
and a few carefully selected students at the Ph,D. level, They
would return, take over the work, and constitute the staff,

To some extent this strategy failed, In January, 1963,

16 of 40 returned participants were on the IPA staff, Two had died.
Within the coming two years at least three more would leave.
More than half had "opted out"-=failed to join the staff upon their

return to Thailand, or had not been offered positions by ths IPA,



To achieve one staff member, almost three participants had to be
trained abroad, Of seven individuals who acquired foreign Ph.D,
degrees, in 1965 only three were on tha staff, and one left to
Join the bureaucracy at the end of the calendar year. The attrim
tion rate for participants was high, Only two failed to complete
their training, but only about 37 percent of them ended up on the

IPA staff,

Yet in a fortuitous fashion the reliance upen participant:
selection and training as a key means of staffing the IPA succeeded,
A core group wvas built, in a significant but unintended fashion, a
group that has included a critically fmportant internal leader for
the IPA, In addition, certain subtly significant environmental
linkages were established, as a result of the continuing relations
between the IPA staff and participants who entered the bureatuicracy

upon their return to Thailand,

Staff Turnover

At lofty levels of perspective, some of those involved in the build~.
ing of the IPA vere sometimes prone to refer to it enthusiastically as "the
great experiment.,"” For individuals confronted with the question: should

I join the IPA staff if I have an alternative career possiblility in the
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bureaucracy, anxiety and dissonance rather than hope and enthusiasm were
often tho dominant sentiments.

The problems of IPA staffing were exquisitely complex. They may
be disoussed from several perspectives, of which at least two are auite
relevant hero: from a teochnical perspective, and in te:ms of underlying
normative thoumes.

Tho essential techniocal premises are these:

(1) For a porson to be appointed to the staff' there must be &
position. The IPA was established in 1955, but not until four years had
passed, and only after long negotiations with the Government of Thailand,
was a substantiael slate of official positions approved for the IPA. In
1959, 26 posts were authorized apart from the existing positicn of Dean.
Three of these carried special grade rank. There wore also 8 first grade,
8 second grade, 3 third grade, and 4 fourth grade positions. By this time,
28 purtioipants had already returned from abroad. Elevon were working full-
time in the IFA. Nino wore "part-timo," meaning that thoy held official
posts elsewheres Five wore unconnected with the IPA. Two weore doad; and
an effort was being made to "borrow" ono partioipant from the ministry
where he was omployed.

(2) Participants selected for training abroad were in a gooudly
number of' oases already tho inoumbents of buresuoratioc positions. When
they went to the Unitod States to study they did not relinquish these

positions, but rather werv placed on leave. They continued to draw their

*Ninth Semi-Annunl Progress Report on Establishmont of un Insbitute
of Publio Adminisiration at Thammasat University, Indiana Univorsity, De-
partment of Govornment, Bloomington, Junuary, 1960, pp. 3=5.
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rogular salaries, and retained their bureancratio statuses. When they
returned to Thailend they wore faced with the question of resigning from
their positions. Until 1969 there wore no officinl posts in the IPA ==
i.0., no positions with full offioial status. The IPA could, ond in a
few cagses, did "borrow" these returned partioipants. Thoy remalned on
their ministry rolls but worked in the IPA. Naturally, it was eesier to
do this on a part-time than on & full-time basis. Position-wise, the IPA
wao not fully prepared to ebsorb participants when they returned -- ospeoially
those with bureauoratio alternativess

The reacons ars oomplex. There had been a major governmental up-
heaval in 1957, which was followed by a lively and fluid period during which
tha new regime of Marshal Sarit Dhanarat consolidated its ocontrol and shaped
its thrust. Thammasat University, of which the IPA was a part, and the IPA
itself, were not in a position to press their olaims. By 1969, after the
jurisdiotion of the Ministry of Education and Civil Service Commission over
Themmasat was replaced, and the University was made responsible to a Coun-
0il in the Prime Minister's office (along with four other universities),
some of the returnod partioipants -- and some of the best of them «- were
irretrievably lost.

Perhaps it is possible to explain ths early staffing problems of the
IPA in teohnical terms -~ in terms of the inability to absorb returned par-
tioipants. But there was another aspect of the situation, ecsentially
normative, sometimes subtle and sometimes highly visible in manifestation.

Returned participants were faced with the question: wvhere are the
greater rewards, the greater opportunities, the more satisfying identities,
the better prospects for security and meaningfulness ~-- in the bureaucraoy,

or in the IPA?
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Some returned partioipants wrestled mightily with this question.
Faced with the prospect of relinquishing an established bureauoratic posi-
tion, and with a sonse of obligation to fulfill the oommitment impliocit
in becoming a participant-trainee, they were torn. The bureaucracy repre=-
sented the established route to improved status, to success, and to ful-
fillment. The IPA was an unknown ¢mantity, new, and perhaps faced vith a
dubious future. It was small, and thers would not be many opportunities
for movoment., Its Dean had himself kept one foot planted firmly within the
bureauoracy (he was in tho late 1950's Deputy Director General of one of the
departments of the Ministry of Interior)s For some of these individuals
the deoision to opt for the bureaucracy was facilitated by teachnical ocon=
ditions: "There is nc position at the IPA for me." But in practically
every ocase this choioce was sustained and reinforced by an umderlying atti-

tude:s the bureauoracy 1s preferable.

Ratio of Professional Staff* to Returned Partioipants

1967 through 1964
# Returned
Yoar Prof. Staff Partiocipants
1967 14 4
1968 16 6
1959 17 11
1960 18 12
1961 22 13
1962 23 13
1963 26 14
1964 35 16

#The Definition of "professional staff" used in this table is
that applied in vontraot reports. It inoluded some personnel =~ such
as assistant seoretaries and research ussistants == not treated as pro-
fossional staff in this study; and it inoludes a few non-sivil service
employeas.
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In lator years, even when positions did exist for returned par-
tloipants, some were lost, essentially beoause (&) they had an alternative
in the form of a bureaucratic position to which to return, and (b) they
preferred the bureausratic position, for some mix of two essential reasons:
(1) a general pro-buresuoratio bias, and (2) a partiouler judgment that
the available bureauoratio option was preferrable to Joining the IPA in
some spvoifio oapaoity. (Thus, for example, in 1966 one of the most pro=
mising IPA partioipant trainees was lost. He returned to Bangkok with a
foroign M.A. and & Ph.D. in economios and decided to retain his identifi=
oation with the bureaucracy, even though a position with a speoirl grade
rank had been reserved for him in the IPA.)

The most obvious way to have met this situation would have been
to have attacked the normative problem through technical means: in other
words, by (a) having positions available to whioh partioipants could be
agsigned before being sent abroad, and (b) requiring that they move into
these IPA posts before leaving. Thus they would have severed their bureaue
oratio identifiocations. The IPA would have had to pay their saleries
vwhile they were on leave. It would also have been oompletely obligated
to accept the participants upon their return to Thailand, thus betting
in advanocs upon the suoccess and suitability of those selected for foreign
training. This last requirement would probably have served as & strong
argument against full implementation of this collateral attack on the
normative problem. But in the absence of any opportunity to take this
line of upproach, questions of its risk end acceptability are irrelovant,
So is another important question: would it have boen possible to get

good partiolpants on these terms?
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An alternate line of attaock, which was taken in a number of
instances, was to selaot for foreign training individuals with no bureau-
oratio affiliation. But this was at best a partial solution. It meant
1imiting selection to young and inexperienced persons. In Thailand, most
of the best prospects for the IPA staff were already in the bureauoracy.

Essentially, the normative problem of bureauoratioc vs. IPA identi-
floation was never met with full success. Yet a few did, in the face of
stress, opt for tho IPA ~- espeoially in the period when the organization
wus being builts As a result of the normative oontext of their deoisions,
they manifested & strong identification with the Institute.

Some participants had no bureaucratioc options, and for them the
question of joining the IPA staff was not fraught with much stress. But
some individuals who joined the IPA professional staff did not do so lightly.
And at least one of those who chose became & key figure in the IPA leador=
ship struoture.

Stafl Lossess A later seotion of this statement oontalns certain

statistioal information regarding the "stability" of the IPA staff (indi-
cating that & large part of the professional staff has been oonneocted with
the institute for a rather short period of time). Here we are conocerned
with certain partioulars regarding staff turnover, whioh shed some light
upon the IPA's problem of maintaining a sense of identification and commit-
ment in a relatively threatening enviromment.

Three factors have come into play in oausing the loss of professional
staff: alternative academio opportunities in an expanding aocademio oontext;
the lure of bureaucratio positions; and dissatisfaotion with oconditions in

the IPA. Tho internal variable and the external variables interaot, of
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course, and fully precise statements about the causes of loasses cannot
be made.

One key staff member, Dr. Sudki Pasuimirunt, was lost in less
than two yoars after his return from the United States, because of the
comparative attractiveness of academio alternatives. By 1966 he was
a Dean in another institution.

His predecessor as Direotor of Rosearch, Dr. Adul Wiohiencharoon,
brought to the IPA by Doan Malai in 1955, moved on to boocome Secretary
General of Thummasat University and Dean of & new faculty, leaving about
1069, He reorulted at least two staff members away from the IPA. Mrs.
Chittra Pranij, a librarian, end Dr. Thawatt Mokarapong, & Fh.D. in poli-
tiocal soionoco.

At the end of 1965 Dr. Arse Melksawan, who had been a member of
the professional steff since 1961, entered the Minietry of Interior's
Department of Looal Government as a distriot officer, to aoquire his
first full taste of praotioal bureauoratio experience.

Other staff also left the IPA for the bureaucraoy, inoluding Dr.
Bunchana Atthakor, Director of Inservioe Training until about 1961, and
now Director General of a department in the Ministry of National Develop-
ment, of which he is aleo the Deputy Minister. At least three others
have left the staff since 1960 to take bureauoratio postse

Profossional staff losses over a period of six years or less vqualed
about 36 peroent of the total professional staff in 1965. This endless
attrition inevitably threatens the organization == if not its existenoce,
then its quality and its charaocter.

In rough terms, the maintenance of the organization seors to re-

quire the aoquisition of one, and sometimis two, professional s-aff persons
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per year, and about half the additions might have to be Ph.D's. To

produce one M.A. degree holdor requires up to two years. A Ph.D. may
require three or four. Experience shows that many are chosen as partioi-
pants, but fower feel called to serve jin the IPA. Thus, over the long

run, en organization of this type must do one or all of three things:

(a) provide the training and educational opportunities which will assure
it of a continuing supply of staff; (b) capture staff from other faoulties,
or from other training and educational efforts; or (o) undergo a change

in quality. In the IPA in the 1960's, all of these things seemed to be
haeppening.

The ohallenge to leadership inherent in these oircumstances is
substantial, and obvious. The environment of the IPA has at least two
abiding charaoteristios: (a) limited proximate facilities for producing
a continuing supply of professionel staff resources, and (b) persistent
and powerful attritional pressures.

The conorete consequences of these environmontal foroes have been
indicated. Perhaps tho most oompelling result of the difficulties en-
countered in reoruitirg and holding staff is seen in the academioc program.
An adequate academic staff has never been built. And while the problems
of the Academic Division oan be discussed in extensio as techniocal problems
of reoruitment and staffing, they have potent normative dimensicns as well.
There are the normative cvharacteristios inherent in the kind of academio
program which 1s largely oonduoted by outsiders. There are also broader,
more subtle and oomplex normative questimms: what kind or kinds of oommit-
mont can the IPA mobilize; what accommodations is it likely to make with
1ts environment; what kinds of meaningfulness ocan the organization assert,
to its own individual staff members, o partioipants in its progrems, and

to others with whom it engages in transactions?
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The Institute Staff «=~ Goneral Charaocteriaties

The following materials are a portrait of certain central
oharacteristios which are found in and among the members of the staff
of the Institute of Public Administration (IPA).

In examlning an organization in terms of its institutional
charaotoristios one central concern is with the body of penple who
are the prime staff elemont of the orgaunlzation. In the case of the
IPA this oonsists of the professional staff members. The behaviors,
attitudes, and expeotations of these people-are vitally relevant aspsots
of the institutional qualities of the organization.

The following information is based upon an extensive sohedulse
which was ocompleted by 25 of the 29 members of professicnal staff of the
Institute during the period of December, 1966--February, 1966,

The following tables summarize somo of the oharacteristics of the

staff sample:

Professional Staffs Rank and Sex

. Male Female Totals
Speoial Grade 2 0 2
First Grade 6 4 10
Sevond Grade 7 8 13
Totals 16 10 25
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Rooruitment: By Sex and Grade
Sox Grade
Mals | Femalo Total Spooial 1lst 2nd Total
Transferred
from 11 3 14 2 6 6 14
Jinistry
Did not
transfer
from 4 7 11 0 4 7 11
Ministry
Totals 15 10 26 2 10 13 25
Institutions Highest Degree Attained
Thal diplema| Bachelors| Masters| Ph.Ds| Total
Thermasat 1 4 0 6
Chulalongkorn 0 1 0 0 1
Other o 1 0 0 1
Thai Totel 1 3 4 0 8
Amerioan 12 3 15
1 3 16 3 23
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Staff Characteristios

The 256 responding staff members oocupy positions in the bureau-
oracy ranging from the second grade to the speoial grade (in a system
where the lowest grade is the fourth grade and oollege graduate normally
entor at the third grade)s. They oonsist of 15 males and 10 females. All
but 4 of tho males are married, and 6 of the 10 women are narriod.

Two staff members vocupy speoial grade positions == the highest
level in the bureaucraoy. Both are men. Of 10 first grade positions,

6 are held by men and 4 by wemen., More than half of the male population
of the professional staff are at the first and speoial grade, but slight-
ly more than half of the females are the second grade. The data are much
too few to support any sweeping goneralizations, but the pettern is at
least olears Tho women tend to oooupy the lower level professional posi-
tions through a greator extent than the men.

All respondents to the schedule indicated that they are fulletime

members of ths staff,

Staff Reoruitment

Fourteen of the 25 profussional staff members in the sample
transforred to the institute from professional oivil service positions
in ministries. Eloven of the 15 males had prior experience in a governe
mental ministry. Only 4 did not have such experience at the time of the
survey (and one of these since resigned from the IPA staff to begin to
sorve as a distriot offiver in the department of looal govorrment, feel=~

ing that suoh experionce was essentinl to his long run oareor).
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Of the women professional staff members only 3 had prior minis-
torial experience; 7 did not.

Eight of the twelve individuals at the first end special grade
in the institute have prior experience in the bureaucracy. Among the
lower level members of the professional staff =~ those at tho second
grade == 6 have and 7 have not had ministerial experience prior to

entering the institute.
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Distribution of S1cff Within +the Institute

INSTITUTE OF PUBLIC ADMINISTRATION

ORGANIZATION CRART

1965
DIRECTOR
( Dean )
¥
! { Asgociate- | | Goverument
' | Director | | Advisory Board
' (Dean ) t I for
| | i | In-Service Training
! i At i (Ministry
! ! Undersecretariec)
! | with Prire Minister
: | as Chairman
| :
| | f
Executive 1 | Research
Committee | I Committee
Dean, Associate, | _I I
ﬁther division | Publications
euds plus one ) Committee
steff member - = =
IPA Journal
Committee
{ | l l
Academic Research Administrative Library In-Service
Division Division Division Division Treining
Staff Staff Staff Staff Division
Associate Acting chief Secretery Chief Staff
Dean plus 5 res., assoc, 3 asst. secy's 6 asst, Chiefl
2 perma- 5 res, assts, 2 clerks librorians T training
nent 2 temporary 5 typists 3 clexks officers
instructors res. assts.l 112 temporary 2 typists 2 clerical
10 part-timo| | 2 temporary service staff | [12 tempo- 4 temporary
lecturers translators rary staff]
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The fumnle members of the staff tend to be conosntrated in the
lidbrary of the institute, where half of the female profossional staff
members are found.

The high ranking positions in the institute tended to oluster
in the research and in~service training divisions, vhers 8 of the 12
first and epeolal grade jobs are found.

But the assignments within the institute are not limited 1o
work within the boundaries of a particular division. Thus, individuals
in the in-service training and research divisions also partioipate in
teaohing academic courses. At least one member of the library staff
partioipates in teaching a oourse in the academic progrem. Agaeln, mem-
bers of the academic division staff partioipate in programs operated by
the in-servioce training division. In short, the distribution of staff
emong the divisions ie not olear-out evidence of funotional responeibili-
ties. Thus, the aondemioc division in 1966 had only three permanent in=-
structors, and none of them was excluslvely oooupied with teaohing the
13 ooursos offored and supervising the more than 70 theses presumably
boing written. Ten part-time leoturers, most with advanced degrees
from abroad, help with the teaching. Some of these part-time instruo-
tors were educated abroad under the Indiana-Thammasat ocontraot, but

entered the bureauoracy instead of the IPA after their return to Thailand.

Eduoational Characteristiocs of Profesaional Staff

Oof 23 responces to a question on number of degrees held, 20 in-
dicated possession of at least 2 degroes, and 9 indiocated that they held

3 or more academio degrees. One staff member olaimed 51
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Approximately two=-thirds of the highest degrees held by members

of tho professional stuff wore obtained from Americnn univorsities. Only
4 staff membors olaimed un lM«As from a Thoi university.

To what extent do the data suggest that the profeasionel staff of
the institute is "saturated" or at least substantially steeped in the in-
tellectual postures and processes of Western higher education? This is
essentially a matter of judgment, but in view of the faot that about two-
thirds of the professional staff have finished their higher educations in
American universities, it seems appropriate to say that there is within
the institute a very substantial familierity with the educational orien-
tation of Western higher education.

What did these people study?

Field of Highest Degrees: Thai/American Institutions

Institution
/
Thal
Ameriocan 0O 2 6 4 1 0 2 0 16

Of the 25 staff members, 9 have advanced degroes {rom Amerioan
universities in politioal soionce or publio administration. At least two
others have advanced training in the sooial solences, and one has o busgi-
ness administration degroe. Twelve of the staff members == about half «=

have suocessfully completed advanced education in the United States in
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fields with substantial social science orientation. : The evidence
suggests that there is within the IPA a substantial capability for
manifesting the orientations or oompstencies commonly identified with
sooial soience in the West,

At the time of the survey the IPA had been in exlstence for
approximately 10 years. Five of the 26 staff members had been with
tho institute for 9 years or longer =- in other words, sinoe the be-
ginning of the organizetion. But another 5 had served for 2 years or
less, and 10 of the staff members had served for 3 to 6 years. Three=
fifths of the staff had served for b years or less at the beginning of
1966,

The staff of the institute has not been stable over & long pehod
of time. It has grown over the years, as partioipants have returned |
from abroad, and as suoh programs as in-gservioce training and research
have developed. Length-of-sarvice data presont a ploture of an organi-
zation not marked by a high degree of the kind of stability whioch 1s
refleoted in long=-term staff continuity.

What this means is indeterminate at this point. It oould be a
matter of continuing infusions of new blood whioch reinforoe and enrioch
a posture alien to tradition. It ocould mean, too, & stlll-shaping entity
whose institutional quality is not readily discernible beocause of the

briefness of the identifiocations of a sizeabls part of the staff,
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The IPA Profossional Staff's Perceptions of the Thai Bureauoraox

An effort was made to probe the attitudes of members of the IPA
professional staff toward the Thai bureauoracy. The bureauoraoy is the
prime element in the IPA environment; IPA students are presumably being
trained for career positions in the bureaucracy, and IFA training programs
are directed toward such objects as management improvement in the bureaue
oracy. In addition, IPA research and servioce activities are bureaucraocy-
orienteds Finally, attitudes toward and perceptions of the bureauocracy
on the part of the profossional staff are immediately signifiocant for at
least two reasons:

(a) One important part of the staff's job is to interpret th;
burcaucracy and to act on the basis of such interpretations, in the bourse
of training, teaching, and researchj

(b) the normative perspective of the IPA professional staff toward
the bureauoracy should be capable of being related to the staff's peroep-
tion of the IPA mission,

If the buroaucracy is regarded as having certain needs end problems,
and if the IPA is considered by its professional staff membership as having
objeotives which ammount to an attack on these perceived needs end problems,
this would be important evidence of an innovative, and possibly modernizing,
value orientation. On the other hand, if perceptions of the normative
charaoter of the bureaucraocy ere not linked with any evident perceptions
of a stratogy for attacking bureauoratioc problems from an innovative or
modernizing approach, then a significant question is raised oonoerning

the normative set of the IPA.
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The following data deal only with the first element of the pro-
jeoted analysis =~ tho perceptions of normative characteristios of the
buroauoracy held by (i.6., expressed by) the professional staff of the IPA.

In an effort to probe this area, a simple set of soales was used.
Respondents were asked to rate the Thai bureaucraocy on 9 charaoteristiocs.
They were asked first to portray the bureauoracy as they peroceived it to
have been before World War II. Then they were asked to rate the oontem=
porary bureauoracy. By using a "then-and-now" approach we hoped to see
if the staff had any thematio perception of qualitive ochanges in bureau-
oratioc characteristios, or i1f they regarded the Thai bureauoracy as a
more or less unchanging institutional oomplex. Antioipating that they
would perceive ohange, we hoped also to loarn whether their perceptions
showsd an "awareness" of improvements or deolines in bureauoratio quality.

The results of the probe are shown on the attached oharts The

general findings can be summed as follows:
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Attitudes Toward Thaei Bureaucracy

--IPA Staff--

Bureau-
cracy is
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Traditional
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Bureau-
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no power
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tional

goals are
vague and
indefinite
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Acts on
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Before World War II
amee - - Today

Bureau-
cracy 1is
excellent

Modern

Admini.-
stration
is honest

Bureau-
cracy has
great
power

Organiza-
tional
goals are
specific or
concrete

Bureau-
cracy
always ac-
complishes
its
purposes

Careful
use of
resources

Acts on
basis of
rules and
laws

Behavior
of buresu=-
crats is
rational
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The bureaucracy continues, as in the past, to be a mechanism of great

power. Its goals tend to be vague and indefinite, but the bureaucracy

has changed: before the war it tended to be honest; now it tends to be
corrupt. Before the war, too, the bureaucracy was relatively "traditional;"
not it is much less traditionsl, although it is by no means '"modern."

The bureaucracy is more wusteful than it used to be, somewhat more prone

to act on the basis of informal relations and personal orders, and somewhat
less rational than before the war.

(These last perceptions do indeed raige a question: just what do
the respondents mean by the distinction they draw between "traditional"
and "modern"? Whatever the explanation might be, It would seem that they
do not equate "modern" with "better" and "traditional” with "worse." The
old bureaucracy is, in fact, seen as somewhat 'better" than the present-
day, less traditional bureaucracy.)

Essentially, the perceptions we get are: (1) appreciation of bur-
eaucratic power and importance; (2) a clearly critical posture toward the
way in which the bureaucracy is perceived to operate; and (3) a perception
of the bureaucracy as worse than it was in the good old days.

An effort was made to probe for the impact of western education
upon the evaluative set of the professional etaff. The attitudes of those
staff members with American degrees were plotted against the attitudes of
staff members wholly educated in Thailand. Only two notable differences
in attitude appear: (a) fourteen American-educated staff members portrayed
the goals of the Thai bureacuracy as vague and diffuse--much more so than
the small group of Thai-educated staff members who responded; yet (b) the
American-educated group rated the bureaucracy relatively high on the item
of goal accomplishment. They erpressed a positive opinion that the bureau-

cracy acconplishes its objectives. Together these two evaluations eeem to
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sey that while the bureaucraoy's objectives are not very oclear cut, they
are achieved. It is possible that one effeot of foreign eduocation has
been to sensitizo members of the professional staff to the bureauoratioc
value of goal attainment, and cause them to be oritical of the goal orien-
tation of the Thal bureaucraoy.

In an effort to see if bureauoratioc attitudes were to any dis-
oornible extent sex~linked we separated responses according to the sex
of staff members. With only two exceptions, the females were more nega=-
tive in their attitudes toward the bureauoraocy, although not strikingly
80« The female staff members as & group rated the bureauoraoy in general
as mildly good, while the males found it neither good nor bads The females
were A bit less seanpguine about the bureauoracy's general ability to accom-
plish its purposes, and felt more intensely than the men that the buroau-
oraoy aots on the basis of personal relations rather than rules and regulation

Bureauoratio attitudes were correlated with length of servioce in
the Institute (table 4). Two statistioally signifiocant findings were ob=-
tained, along with a general impression: the longer the span of servioce
in the Institute, the greater the appreciation of the power of the bureau-
oracy. In other words, the older etaff members (in years of service) express
a greater awareness of the power of the bureaucraocy than do the younger
staff members. Interestingly, the older staff members express a greater
oonviotion that bureaucratio behavior is based upon feelings and emotions
rather than detached raticnality. 1In general the ataff members with
greator periods of service in the Institute have more negative attitudes

toward the bureaucracy than do the younger staff members.
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The implications of this rather abiding and coherent perspective
remain to be explored. Does the declining quaiity of the bureaucratic
perspective stimulate an interest in reform? Does a relatively negetive
attitude toward the bureaucracy minimize the apparent attractiveness of
bureaucratic alternatives to careers in the IPA? Are these pgrceptions
reflected-~or not reflected--in the IPA's doctrine and strategy, and in
the attitudes about the IPA and its mission held by the professional staff?

In a sharply separated probe, IPA professional staff members were
asked to volunteer comments on ''the most important problems of Thai
public administration." A sizeable number of questions intervened between
the aboe discussed rating scale and this question on problems, the aim
being to avoid any conscious carry-over from one set of responses to the
next effort to elicit information on problem perceptions and normative
characteristics of the bureaucracy.

The second set of questions was opan~ended. Respondenté were
merely asked to 1ist what they considered to be the most important
psoblems. Seven of the staff declined to answer the question.

Speculating on the basis of the above-discussed attitude responses,
one might expect that the problem of corruption would appear in many
responses, and that other asserted problems might be those of "efficiency,"

"rationality," and "responsibility." Here is what the replies showed:
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Institute Staff Perceptions of Bureaucratioc Problems

The Most Importunt Problems of Thai Administration

Number of
Problems Mentioned Perscre Montioning
1. Corruption -- in various forms 9
2+ Teohnical Problems; control; co-ordination, 8
planning
3« Morale and Enthusiasm of Personnel 7
4. Traditional Obstaoles to Modern Administration 6
5. GStaffing Problems: Lack of trained personnel 6
and good leadership

(N equels 18, 7 did not oomplete the item)

The professional staff was asked to list end rank problems of the
oontemporary Thai bureaucracy. Two findings of signifiocance appear to
emerge from the responses.

l« In the first place there seems to be no highly intense, shared
ooncern with a given set of problems. Of 26 respondents, 7 did not oom-
plete the item. For the other 18, responses were scattered rather widely.

2. The responses did not indiocate that the problem peroeptions of
the profossional staff serve as a basis for any kind of problem-solving
stratogy or orientation in the Institute. The most cormmonly oited problem ==
corruption -~ is one that ocan hardly be oconsidered aotionable for the

Institute in any direot sense. Seoondly the types of "administrative"

problems likoly to be aotionable wero mentioned relatively infrequently.
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Corruption in its various forms was mentioned as a problem more
often than uny other -- but only nine of 18 respondents mentioned it.
"Actionable" problema likely to be germane to an Institute strategy
were mentioned in 13 instances (teomioal problems and staffing problems).
Only 6 respondents mentioned traditionel values and practices as obstaocles
to modern administration, suggesting that while the Thai bureaucracy is
regarded as relatively traditional, "tradition" is not generally regarded
a serious problem.

The problem orientation of Institute staff members was related
to partioipation by those staff members in in-servioce training programs.
Such partioipation involves substantial oontact with members of the
bureaucraocy; it might therefore have some differential affect on the
problem perception of the partiocipants. But very little thematio dif-
forence was noteds None of those who partioipate frequently in in-service
training programs mention traditional obstacles to modern administration
as an important problem; nor do they mention external interference (poli-
tical and military) in the bureauoracy as an important problem. Staff
members who partiocipate in in-servioce training programs tend to mention
corruption somewhat more frequently as a problem than do those who do
not partisipate.

Again, when the problem orientation of the staff is related to
the hierarchical level of the staff members few olear patterns emerge.

Of fiftoen speoial and first grade staff members six mention oorruption
as a probleme Five mention technical and steffing problems. Five
mentioned morale and laock of enthusiasm on the part of bureauoruts as

a problem. Four mentioned external interference in the bureauoracy; none

of the seoond grade staff members mentioned this faotor.
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Tho general impression ias one of an abasenoce of any sharp foous
on & partioular get of problems. There is within the IM staff no intense,
cohorent "problem perspeotive" on the bureaucratio environment. This
suggests, but by no means proves, that there is little sense of "normae-
tive apartheid" from the bureaucracy. No olear evidence of alienation
from the bureauoracy exists, nor any abiding evaluative posture of a
kind that might be reflected in a program strategy designsed to attack

central problems and meet important needs of the bureaucraoy.

The IPA Envipronmont

Peroaptions of support. The IPA as a government organization

draws upon governmental funds for its operations, and depends upon a legal
mandate in the form of a statutory charter and various rules, regulations,
and authorizations. 1In a Western oontext the professional staff's percep~
tions of support aources would probably be quite olear. We assumo there
would be an ewarensss of the importance of appropriations support, support
from the larger University environment, and perhaps support from the various
oomponents of the agenoy's oclientele. We would assume that sensitivity
ooncerning support would not only be expliocit, but would be an important
source of premises for shaping the agenoy's action strategy.

The Thai oontext is quite different. An organitation, once estab-
lished, tends to sontinue with relatively little need for Justifying 1t~
self in the absenco of extraordinary environmental developments which might
ronder the organization obsolete (es in the case of the former Ministry of
Culture) or otherwise pose e threat, usually in the form of absorption, as

in the caso of the former Ministry of Cooperatives. Support sensitivities
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tend to be personalized == thought ¢ in terms of relationships with
individuals, and regarded from a perspeotive of oonocern with partioular
aotivities, partiocular olaims (as for a rule in & given oase), and the
partioular aims and desires of individuals in a position to negotiate for
or make olaims for supporte

This et any rate is what an impressionistio assessment suggests.
If there is relovance in this gemeral premise regarding the attitude towards
support one might expeot to find in an established Thai government orgeni-
gation, then the attitudes of IPA professional staff oould be significant-
ly different from those orp would likely encounter in a Western organiza-
tion. Also, if in the IPA there is high sensitivity to "extornal support"
in the form of foreign aid then one would assume, too, that tho organiza-
tion is not in the minds of its prime partioipants substantially built

into the Thai oontext.

Staff Peroeptions of Souroces of IPA Support

Number of times a

Number of source was
Peroeived Source of Support Individuals mentioned
1., Political Souroes (inol. primo minister,
onbinot, oouncil of ministers, individual 14 24
ministries, eto.
2, Bureaucratic Sources (incl. fiscal and
porsonnel, organd). 14 18
3, Mixed Sources (incl. foundations,
foreign ugencies, foreign government, 6 11
foreign ocorporations, Indiana University).
4. Goneralized Clientole Support (inol.
trainoes, exoc. duvelopmont trainees, 7 10
former students).
6, Toohniocal and Professional Sources 2 2

(N equals 17) .

partioular kind of
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In general, nearly all of the respondents perceived the support
for the Institute as deriving from Thai politicsl and bureauoratio souroces.
Perhaps the most interesting anpeot of their expressed perceptions was the
extent to whioh these fooused upon individual officials rather than ime
personal elements of governmental organization. About half the references
to political support mentioned individuals rather than organizations.

Clientele support received relatively small emphasis. Only 7 of
17 respondents mentioned it. This partioularly interesting, in view of
the faot that the Institute's olientele inocludes a sizeable number of rela-
tively upper-level executives who have partiocipated in executive 1evelop=-
ment training programs. It is possible that olientele are regarded as
oooupying & relationship of lesser status, just as it is possible that
a pervasive status sensitivity explains the emphatio orientation toward
the upper reaches of the government in a peroeption of support souroes.

Tt 18 quite likely, too, that the expressed perceptions refleot a prag-
matio, realistic viewpoint.

A probe was made to see the extent to whioch the staff regarded non~-
governmental, non-clientele elements in its environment as support sources.
This inoluded foundations, foreign agencies, foreign governments, Indiana
University, and other possible sources == sources of monetary support and
professional assistance of one sort or anothor. Only 6 of 17 respondents
mentioned suoh sources as important supporting elements for the IPA. The
absence of any extensive feeling of dependency upon foreign support souroces
may bo regarded as evidenoe of the extent to which the IFA 18 =~ in the
minds of its professional staff -~ an acoopted, established oomponont of

the Thai governmental aystem.
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The relationship between hierarchical level and sensitivity to
bureauoratio and politiocal support sources is about vhat one would expeot,
Three of the first olass members of the staff, however, made no mention
of bureauoratioc support sources, and one made no reference to politioal
supports All of the seocond olass staff members mentioned bureaucratio
support sources, but two of them made no mention of political support.

In a mild way, this suggests that the lower level members of the staff
may be a little more orientod toward an awareness of bureauoratio rather
than politiocal support.

It is interesating to note, too, that the higher ranking mrmbers
of the staff mentioned mixed sources of support (non-Thai government)
much more frequently than the lower level staff members. Only 2 of the
speoial and first class offiocials made no reference to such support. Only
one seoond olass member of the staff made any mention of it.

But at the upper levels of the institute staff there is no abiding
awarenvss of olientele support. Neither of the special grade, and less
than half of the first grade members of the staff mentioned olientele as
an important source of institute support.

This matter of environmental support was examined elsewhere in the
researoh sohedule under the ocontext of a disoussion of the problems of the
Institute of Publioc Administration. When asked about the three most
serious problems of the IPA, six staff membors speoifically mentioned the
reluotancs of higher authorities to make dosired finanoial allocations to
the IPA., In other words, about a third of the staff oonsidered the prob-
lems of finanolial olaim-making direoted toward the bureauoratio-politioal

milieu as an important problem.
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The dominant response to open-ended questions about IPA problems

werae, however, focused upon characteristics of the organization itself, and
and not its relations with its environment. There seems to be no clear-cut
widely shared perspective which perceives of (a) environmental support
relationships on one hund, and (b) unmet-~or insufficiently met-~-needs
for environmental support, on the other. Some concern with the adequacy
of resources and perhaps mandates, but nothing intense and highly coherent.
The IPA staff, as a group, seems rather satisfied with its supportive
linkages. These do not, at any rate, loom large in the minds of the pro-
fcasional staff group as “problems' Rather, the problems are other things;
and even diseatisfections--with such matters as fringe benefits--are not
articulated as'problems" to be attacked through the mobilization of environ-
mental support. Apparently the allocative relations between the IPA and
its environment were regarded as more or less fixed and determined, and

not subject to challenge and change.

Perceptions of Prestige by IPA Professional Staff

One important feature of the IPA--environmental relationships con-
sists of the status ascribed to the IPA by environmental factors. One
dimension of this relationship consists of the IPA staff's assumptions
or perceptions of such status ascription: this is significant as an
index of the meaningfulness which the IPA possesses in the minds of its
participants, as compared to perceivable--and perhaps available--alterna-
tives. If IPA staff assume that significant observers in the enviroament
regaxrd the IPA as prestigious, then this reflects the imputation of a
relatively high value to the organization by its participants.

In examining this question, respondents were asked how officials

and students would raty the prestige of the IPA in comparison with the
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prestige of the bursauoraoy. The comparison fooused on "an IPA position"
versus & "bureauoratic position." These partioular groups of "observers"
were ohosen, not because they constituted important support elements in
the IPA environmont, but because (1) offiocials oocoupied positions whioh
are commonly regarded as alternatives to IPA positions and (2) because
IPA students are in most oases commi tted to bureauoratic careers,

Staff Porceptions of What Offioials And Students Think of IPA,
(N equals 17) As Opposed To A Ministry Position

Freguengz
8s¢ An IPA position has much more prestige 0fflolals Students
than an equal rank ministry position. 1 2
be An IPA position has a little more
prestige. u 9
0e¢ An IPA and ministry position have
about equal prestige. S 2
de A ministry position has much more
prostige. _J: 4
e+ {don't know) 1 0

The central tendenoy in these responses is quite oclear. The staff
assumes thut both offiocials and students regard an IPA position as having
8 little more prestige than a bureauoratio position in one of the minis-
tries. It is interesting to note that 4 of 17 responding IPA staff meme
bors expressed the opinion that students consider a ministery position
to have much more prestige than an IPA position. Presumably this reflects

reccgnition of the faot that the students are oommitted to bureauoratio
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careers. (One wonders, however, if it also refleots an awareness that
the students have a substantial familiarity with members of the IPA staff
and their work.)

The importance of thia self-held sense of prestige is roflected
in voluntary responses to a separate question elsewhere in the schedule,
8 question asking respondents to state "the best qualities" of the IPA.
In this response 8 of 18 staff members mentioned the IPA's prestige
and popularity in Thai government oiroles. Only one other faotor was
montioned with more frequenocy: "high academioc standards," whioh appeared
in 9 responses.

The self-perceived prestigiousness of the IPA appears to loom
large in the orientation of long-term staff members. Four out of six
individuals with more than seven years of IPA service mentioned prestige
as a test quality. Interestingly -- and perhaps significantly -- only
one of six staff mombers with less than 4 years of service mentioned this
faotors This raises an impliolt question: does the awareness of prestigious-
ness grow with the passage of time? Do the newer staff members have a
less intent identification with the IPA because of other faotors than
tho duration of their affiliation? In other words, does the IPA become
more meaningful, in terms of its prestige, as the length of service in
the IPA grows -~ 1s this sense of prestige related to some other variables?

Slightly more than half the female members mentioned prestige as
6 "best quality" of the IPA, while only 4 of 11 males mentioned prestige
in this oontext. However, since the most important positions in the IPA w=
~ in terms of rank, and responsidility -- are held by males, it would appear
that an abiding sense of superior prestige does not dominate the uppew

reaches of the organization.
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A number of members of the professional staff have rather
froquent oontact with representatives of the Thai bureaucracy through
partioipation in in~servioce training programs. Among this group of 5
individuals, only one mentioned the prestigiousness of the IPA as one
of its best qualities, while the other 4 in this category make no mention
of the factor. Among those members of the staff who participate infre-
quently, if at all, in in-service training programs, a greator propor-
tionate mention of prestige is made. This statement about exposure to
the bureaucracy and a senso of prostigiousness is not based upon uncon=-
taminated variables, but it does suggest to some extent that the portion
of the staff in frequent contact with bureaucratic offioials is not highly
self-consoclous of the superior prestige of the IPA, or at least these mem-
bers of the staff do not regard the IPA as highly prestigious in ocompari-

son with the sectors of the bureaucraoy with whioh they have ocontact.



Btaff Identification with the TPA

In various responses members of the IPA professional staff showed
a substantial willingness to be explicit in their criticism of various
features of the IPA. They criticised favoritism. Most feel that per-
formence criteria are essential factors in promotions within the IPA, yet
half the respondents mention "politics" as a factor as well. A third of
the members of the professional ataff see promotional opportunities as
reletively limited, and most believe that prospects for reaching the special
grade--the top rank of the government service--are better elsewhere (in
other academic settings)., (Yet every member of the staff-~though not ne-
cessarily a grade promotion--received at least one salary promotion during
the period 1962-1965, and most had received at least 3,)

Almost all of the staff feel that the coiw*ses in the academic pro-
gram should be revised and the program should be further developed.,

Most members of the staff believe that fringe benefits are better
in the bureaucracy than in the IPA, and many of them make specific refer-
ence to the fact that upper ranking buresucrats have the use of governinent-
owned automotiles, while practically none of the IPA staff has. They also
believe, most of them, that the workload in the IPA is a little larger than
in the typical ministry (especially those without prior ministry experience).

Many members of the staff seemed acutely aware of staffing problems.
And almost half the respondents volunteered that the IPA suffered from in-
adequate leadership and poorly defined authority. Finally, rost of the staff
believed that the most important reason students come to the IPA is to in-
crease their prospects of getting salary increases and promotions, which is

hardly an elevated reason.
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Noting all these critical elements of the staff's perspective one
wonders: to what extent, if at all, dces the staff identify with the IPA?
And on what basis?

Somewhat surprisingly, when polled on their aspirations, fifteen of
twenty-five respondents indicuted that their first preference for the pnsi-
tion they would like to hold five years hence is as a member of the profes-
sional siaff of the IPA or its successor organization, NIDA., Only five ex-
pressed a definite preference to be somewhere else. The others were unsure
of their future expectations.

Most of the professional staff members, incidentally, would like to
resume their studies within the next five years--either to pursue an ad-
venced degree or to obtain refresher training of some kind,

The staff respondents do mention several specific perceived advantages
of an JPA professional position, compared with any alternatives. Half of
them, in an open-ended responce, referred to academic freedom, or independ-
ence of action as a major value. A third mentioned pleasanrt and stimulat-
ing colleagues., Relatively few mentioned opportunities for promotion as an
advantege of the IFA (6 of 22 respondents). And exactly three referred to
the opportunity to teach, to train, to diffuse ideas. More important was
the opportunity to continue to learn and study, which five respondents
menticned,

In reviewing these responses one is reminded of an old Thai sayings
"If you go by land you may encounter the tiger; 1if you go by water you may
encounter the crocodile.," The evident satisfaction with a place on the IPA
staff seems not so much linked with any intensely, coherenily held attitudes

toward the substance of the organization or what it stands for. Cranted that
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the respondents generally see the IPA as a bit more prestigeous than a
bureaucratlc posts--and in other ways less rewarding, Yet the articulated
benefits and desirable features that seemingly link the staff to the or-
ganization do not stand out with any vivid coherence. Certainly there is
little expressed sense of identification with substantive purposes of
consequence, although this may be too simple a derivation. Elsewhere
staff members do opine that the students do come to learn about public
admiAI;tration as well as to seek advancement and prestige. They perceive,
too, that the IPA has high standards, compared with other organizations
(probably other Thammasat faculties, the most proximate objects for com-

parison). And one-fifth of the respondents see the IPA as an agent for

stimulating and promoting modern ideas and skills.



- 70 -

Staff Perceptions of the Impact

of TIPA Programs

What does the IPA professional staff see as its impact upon its

environment? What perceptions of purposiveness are held by the staff?

Efforts vere made to get answers to these questions in 1965, both through

interviews and questionnaires, Interview r
the following data obtained from a schedule
tained from 21 members of the professional

noted below.

Effect of the Academic

Over time has some effects, but
these are impossible to neasure

Makes students more critical of
Thaj administration

Increases competeice

Increases understanding of how
administration actually works

Creates friendships among students
useful in future government work

Establishes a relation between IPA
and students; when officials they
will return for help and consultation

Increuses their English lanpuage
ability

Very little effect

esponses tend to substantiate
in which responses were ob-

staff, with one exception

Frogram

Raw frequency of response
to items on a schedule
(n = 21)

15

1k
12

11

11

10
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Three-fourths of the staff feel that the academic¢ program has some
effects over time but they are not srre what these effects are, Only six
respondents were willing to reject the statement that the effects are im-
possible to measure, One of them believed that the academic program had
very little effect, Four potential respondents from the library and in-
service training divisions did not respond at all,

The IPA professional staff does not perceive the academic progrem as
having a set of clear, focal targets, whose achievement can be determined.
There is nothing particularly surprising about this; perheps the most in-
teresting feature of the response is the high degree of agreement that a
major effect of the academic program is to maske students more critical of
Thai administration. Also noteworthy is the ascription of value to the
program as g mcans of fostering personal relations among future govern-
mental officials, in a bureaucratic system which is intensely personal in
its operation.

In chort, the academic program is "good" for a diffuse set of reasons--
aad they are impossible to measure. (Whether or not the development of cri-
tical attitudes on the part of students is considered to be gocd is not
known; the impression is that the staff believes that there is much in the

bureaucracy that merits criticism.)
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Effects of Inservice Training
Frequency of response
(n = 21)
Dissemination of skills and
techniques to high executives,
thus improving administrative
performance 20
Changes attitkdes toward adminis-
trative technjques in favor of
new ways of dging thiugs 16
Improves unde)btanding--increases
communication between officials of

equal and different ranks 15

Stimulates the spread of training
programs within government agenciles 9

Links the academic world and the’

practitioners 5

The benefits of the inservice training programs are seen as practi-
cal--especially the spread and acceptance of new administrative skills and
methods among high-level executives, 1Inservice training at the executive
level, like academic training, is seen as expanding personal communication

networks among officials.
Effects of IPA Research

Frequency of Response

(n = 21)
Useful studies of practical
problems of Thai government
and administration are bound to
be valuable 17

Research provides information
of use to Thai ministries and
departments 16
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Research projects will lead to
improvements in IPA programs 12

Research projects will provide
information for IPA courses 7

Research is useful as a source of

supplemental income for staff L

The interesting thing here is the epparent perception of research
a8 something more valuable to the IPA's environment than for its own acti-
vities. There is little perception of research as a means for the ime
provement of IPA course-content; and even as g tool for improving IPA pro-
grams generally, research is not rated highly--only sbout half the respondent
perceived this potential utility in resesrch.

These responses suggest the limited extent to which the IPA professional
staff sces itself as having an innovative quality in its own activities,
The importance of continuing search and study as a basis for adaptation

and improvement is not evidenced by these responses,

Effects of the IPA Journal

The IPA had been publishing a quarterly Journal for about four years
when this study was made. The perceived utilities of the hournal were stated

as follows, by 19 respondents on the Institute's professional staffs:

A reference source for classroom uge 16

An outlet for publishing, to encourage
the pursuit of research work 5

A means of promoting the TPA's prestige 3
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A means of disseminating current infor-

mation--news of governmental organiza-

tions and activities 3

A linkage mechanism between the academic

world and practitioners 1

When one considers the countless hours of sometimes frantic effort
that have gone into the production of the Journal, these renlies are

surprising.,
In 1964 and 1965 the Thai Journal of Public Administration,published

quarterly, was reaching about 1,200 subscribers, Each issue contained

about 200 pages of material, largely in Thai. It was being supported en-
tirely from subscriptions, advertisements, and Institute funds. The pro-
duction of the Journal was a major claim upon the time of the research di-
vision staff. Articles were contributed by the staff, culled from theses,
and obtained from various Thai government officials--most of them descriptive
statements of cne kind or another, and a few of them essentially exhortations
or preachments about "good" administrative practice. Ther=z were also some
book reviews and editorisls, Yet, if credence can be placed in these
rasponses, the major perceived value of the Journal ley in its use in IPA
courses, All of this suggests that the staff as a whole really sees little
compelling value in the IPA Journel.

The initial impetus to the establishment of the publication came from
the American advisors. The staff generally are aware that most Institutes
of Public Administration do publish jowrnals. And perheps these are suffici-
ent seeds of an explanation of why the IPA Journal continues--inertia, plus
the loss of prestige that would be seen as resulting from its cessation,

plus the fact that the Journal does have some value as a tool,
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an assessment. Yet the IPA's staff does not seem permeated with a per-
ception of the IPA as a thrusting instrument of bureaucratic change of
some relatively specific sort, The perceived impacts of the IPA are,
excepting inservice training and a tendency to develop a critical attitude
toward the bureaucracy among students, seen as relatively diffuse. And a
widespread concern within the IPA for continuing innovation and adaptation

in its own activities is rather clearly lacking.
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Conclusion

This examination of aevident characteristice of the professional
staff of the IPA is more suggestive than informative. 1t is a sketch of
a staff whose members meet the necessary but mnot at all aufficieﬁt con-
dition of substantial exposure to norms and orientations compatibla with
the requisites of a modernizing institution, It ie a portrait, too, of
a staff which does not seem to be dominated by an abiding, incisive,
focus upon the bureaucracy which 1s likely to sustain a clear-cut strategy
for chalienging established bureaucratic characteristica, even though there
does seem to be a rather coherently critical view of the Thai bureaucratic
process. It is a staff that by and large perceives of its environmental
linkages in terms of "support" vieved in narrow terms. And it is a staff
which apparently considers itself distinguished from the bureaucracy
by slightly greater prestige, although this perception is by no means
uniformly present in the staff. It identifies with the IPA, generally,
but not in terms of an abiding view of the IPA as an instrument of change
and development.

Question: is this a staff which can manifest and assert a doctrine
that is to some significant extent at odds with the normative character-
istica of its bureaucratic environment? To consider this matter we must
look into the lecadership of the IPA, and to the nature of {ts academic

program.



. IIX
LEADERSHIP TN THE IPA:

FACTORS ANy ACT Tt

Some of the prime contributors to the building of the IPA saw
the object in these terms: to create an encity to promote significant
change and improvement in Thai public administration. PFrom this
perspective, the Tnstitute was intended to be "different" from the
bureaucracy; it wge to nurture and promote norms not particularly
evident within thej bureaucracy. The meaningfulness of the IPA was to be
found in manifestaffions of value other than those characteristic of the
bureaucracy.

A vital reJ&isite for fulfilling this vision was leadership--
institutional 1eadar¥hip of a kind tha: could articulate the central
values of the enterprise, and bring them into play in the course of
shapiag goals, allocating resources, and evaluating efforts and
achievements. Leadership, in short, was a requisite for attaining the
desired inatitutional quelities. And in any event, the actual
institutional qualities of the IPA would be substantially determined by
the nature of the leadership that evolved.

The strategy of organizational development included certain basic
assumptions concernirng leadersh*p:

1. The Deen, with his uﬁcraotdinary background and intelligence,
would contribute much to the leadership of the IPA from its very inception.

2. For a time--until the participants had finished their oversecas
training and had been integrated into the IPA staff--foreign advisors
and asafstants would contribute substantially to leadership. They would
help define tne patterns and programs of the enterprise in its early
stages, so that the participants would return to a "going concern," which

they could then take over and run.
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3. Ae indicated in the previous point, significant elements of
IPA leaderahip would come from the Thais who would make up the core of

the professional staff, once they had been trained,

Factoras Affecting l.cadership

As noted, much of the impetus to create the IPA came out of a
widely shared conviction that great needs and opportunities existed for
burcaucratic change and development. Certain long-established and
sabstantial bureaucratic qualities appeared to have a diminishing
conpacibility with the expanding objectives of contempotrary Thai
government.,

These hurcaucratic characteristics can be trcated as factors
affecting leadership within the IPA:¥

1. Perhaps first in importance was a persistiung generalized
tendency for the Thail bureaucracy to be regarded as the major means of
accecss to social atatus, to power, and to an acceptable level of material
rewards for most Thais outside the peasantry or tiue Buddhist priesthood.
Most Thais seeking to move into the middle or upper levels of Thai
society viewed the bureaucracy ss the route. Implicit in this widely
held perspective was the premise that bureaucratic status is '"better"
than the status inherent in an academic position. This ncrm was re-
inforced by arrangemants, particularly at Thammasat University, whereby
moat of the teaching was handled as a sideline Ly bureaucrats,

2. Seccond was tn2 bunile of traditional norms and value

orientations which have been thematic characteristics of th: buresucracy.

x For an extended discussion of normative characteristics of the
contemporary Thai burcaucracy, see: W. J. 8iffin, The Thai Bureaucracy
Institutional Change and Development, Enat-Wcst Center Press, Honolulu,
‘1966, ch. 8, 9.
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Authority is largely a function of hierarchical status. Roles are most

sharply defined with respect to the personal rights and obligatious
» '

inherent in superior-subordinate relations. Here deference and ostensible

"o

respect are important.

The "functional” component of roles--in the sense of substantive
organizational goal-oriented performance responsibilities and obligations~-~
is often vague, und seldom linked with productivity norms of the sort
one tends to find in Western organizations. Thus an individual may find
a great deal of fluidity and flexibility in the duties of hie position;
the desires and expectations of his superior, rather than any pervasive
rationale of performance-oriented organizution, are likely to be
determining.

Both sets of bureaucratic characteristics were substantially
inconsistent with the averred qualities of the IPA. It could not be
regarded as inferior to the bureaucracy by its key participants., And
it could not merely manifest the normative orientation of the bureaucracy,
if it was to pursue the kinds of goals perceived for it by those who
gave impetus to its Jdevelopment. The IPA was implicitly dedinated to
rationality, efficiency, and purposiveness. It could hardly attack the
bureaucratic status quo--however gently, deftly, or relatively--4f it
were totally adherent to bureaucratic norms.

Yet all the bureaucratic characteristics which seemed to justify
the effort to create the IPA were constantly impingins upon it. One
might say thet thure was a substantial bureaucratic value penetrat:{on

of the institute from its beginning,
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4, MHelations smong IPA parcicipar.s affected leadership in the IPA.
A Lota: of fortyeona paviicldenin wesc geiined ebwond for cho
IrA, but two of these werve engoyéd 1n gaorc-term "observation tours,"
of the othec thirty-aine, 70 per ceit (i.e., twenty-seven individuals)
were in the first two groups of participauts. They came to Indiana
University in two roughly equal batches, in Septembter, 1955, and
July, 1956,
Of theae twentv-ceven individuals:
(1) Eleven did nol dccept (or werz not offercd) positions with
the IPA upon cheir return to Thailead,
(2) Six accepted poaitions and later left for other posts, and
two died vhile serving on the IPA staff,
(3) Eight accepted IPA positions and continued on the IPA staff
thrcugh the remainder of its existence.
gach of these twenty-seven persons received all or most of its
* academic training at Indiana tuiveraity in Bloomiugten. The residence
periods oi the two groups overiapped substantially, 80 that there was
veally one substantial group of Thais 1living in Bloomington, working
together in courses, eating together, end to a considerabla extent
living together,
Out of tha group emerged two actors who achieved important
posts within the IPA--Dr. Choop Karnjanaprakorn, who became assnciate
dean and head of the academic divisinn, and Dr. Amara Raksasataya, who
came to be the actiug head of the rancarch division during the 1960's.
Between these twu a rather cluse relation emerged at Bloomington, to
continuae in Banghkok. They becama rather highly comnitted to non-traditional

orjentations,
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Among tﬁé second group of participants there was also a group
of five girls, each of whom also joined the IPA staff and remained
on it, serving in reseacch, in-servica treining, &nd in tha librery.
While it is not correct to describe them as "a cadre of loyal followers
of Dr. Choop," it 1s quite clear thai they do not tend to identify
with traditional bureaucratic norms and perspectives, and there appears
to be a congruence of the perspective of these women and the posture
of Dr. Choop. There is also conziderable respect for him among the
group, although he is not perscnally 'close" to these staff members.

Among the first group participants was one mar. who went on to
obtain a Ph.D., deveioped a rather close relationskip with Dr. Choop
(who was regarded as a patron, advisor, and in general a hierarchical
sealor by this man), and gradusily withdrew from the relationship
during the 1960's, finally leaving to purgue a bureaucratic career.

Within the fixst group of participants were twc other prospective
leaders. Oune was Sukdi Pasuknirunt, who achieved & Ph.D., considered
himself the unrecognized equal of Dr. Choup in the IPA, and left for
another academic post within about a year aftar returning to Bangkok.
The other was Bunchuana Atthakor, an experienced official, upward-
oriented, and highly intelligent. He was the first to finish an M.A,
and return to Bangkok, in November, 1956. He did not consolidate a
ponition as a leader among the participant trainces at Bloomington,
largely because he was not on the sceéne for a long enough time,

As time passed, it became apparent that Choop possessed a set
of qualities that caused him to emerge as a leader among this oet of
participante. He was older than most, experienced, wise and earnest,

helpful, and trustworthy. He fitted a Thai leadership image very well.
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And thers was no eignificant potential competitor for the leadership
vole among the Thais in residence in Bloomliugton.

Dr. Choop raturncd to Bangkok ahcut the end of 1959, and mauy
of the developments that occurred in che IPA academic program from
1660 ars undcubtedly linked with his presence. Dr. Amara returned about
the end of 1960, and the two began to work together, with little or
no problem of competition affecting their raelationship. Dr. Arsa
did not retura to Bangkok until 1961, to remain iIn the IPA for about
threa years. Dr, Sukdi, the first of the Fh.D's to reiurn (near the
end of 1953), left the IPA in lewso than a year aftor Dr. Choop'd return.
Bunchana, who became head of the in-sezvice Training Division
following thie death of the firet directur, Chan Smitawet, became involved
1r. the affairs of the Sarit regime shortly after his return to Rangkok,
and much of his activities were directed to other tasks than the
leadsrship of the XPA, which he then left (except for part-time
teaching) for a set of high-renkiug posts in the government. In
1965 he returned to the scene ac purt-time Rector of the new Natfonal
Institute of Developuent Administrarion, with Dr. Chocp serving under
him as Associate.

The fuller implications of chia:set of experiences for the
{netitutional development of the IPA ia discussed later, in a saction

of this chepter on leadership.
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Actors

The Dean. Throughout the history of the IPA, the Dean quite under-
standably manifested a substantial appreciation of prevailing bureaucratic
values. Much of his own personal commitment was to a bureacuratic career.
He saw the IPA not as an instrument of radical reform, but as a useful
service enterprise, a bureaucratic adjunct that would help produce officials
for the government agencies--officials who would be more literate and
articulate and useful than might be the case without the IPA. He felt
quite earnestly that this would be a substantiscl and sufficient contribution.
He felt too that desirsble adjustments und developments within the Thai
bureaucracy could be promoted through the IPA without any sharp discrepancy
between established bureaucratic values and those (a) wanifested by and
(b) promoted within the IPA,

This was the sincere position of an exceptionally able and intellignnt
man. The Dean was an experienced official--a former provincial governor,
special grade deputy director general, previous dean of another faculty,
nolder of a Ph.D. in political science from the University of Michigan.

He was a man equally graceful and effective in a Thai or Western setting,

a man who could comprehend perhaps better than any other pereon in Thailend
{n 1955 what the IPA could mean, and a man willing to give support to the
enterprise in return for a modicum of incremental prestige and moderate
supplemental pay.

The Dean manifested many of the normative qualities of the established
bureaucracy. He wae kindly and considerate toward the staff; he sought
their loyalty; he was pleased to respond to their requests, and reluctant
to impose sanctions. In return, he expected and desired loyalty, and he
sav little real need for an endless abiding emphasis upon program sevelop~

ment and functional specificity.
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Neither did he really accept the premise of collegiality as
a basis for making decisions affecting the substance of the IPA
enterprise. In general, he was permissive., He supported individuals
on his staff. Ho was not prone to give thrust to an IPA program as
such, but within limits was willing to support proposals originating
within the organization. He tolerated and generally cooperated with a
series of American chief advisors, sometimes suffering from what he
cousidered their heroic fusensitivity to Thai ways and Thai values and
their equal inability to appreciate the 1imits of the feasible in a
Thai context. And in the minds of the staff, or many of them, he
manifested at least two vital premises: the bureaucracy is more
important than the Institute; and the patterns of authority and
operating norms characteristic of the bureaucracy are applicable in the
IPA. The Dean was always a part-time dean. Like practically all high-
ranking Thai bureaucrats, he held a number of different assignments at
the same time. When the National Constituent Assembly was created
during the Sarit regime, the Dean was a member. He served on various
governmental committees. He represented the government at various
international mcetings. During most of the pertod of his deanship he
was also the incumbent of an important line position in the bureaucracy.
The demand on his abilities was enormous; at times the Inotitute
was more of a troublesome obligation for him than anything else.

The Dean gave much of his available time to the IPA; but he was,
during the period of the )ndiana contract, under persistent pressure to
give more. Indiana University representatives and the U.S. Operations
Mission both felt that the head of the IPA should be a full-time Dean,

or substantially so. The Dean, on the other hand, felt clearly and
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strongly that iu the Thai setting a full-time dean would be a man of
siaall stature and influcace vis~-a-vis the bureaucracy with which effectivae
relations were impertant. Ye felt, too, that he could never himself
accapt a full-time Institute post. In Thailand this would have meant
withdrawing from cthe most important, most rewsrding, muet promiasiny,
and most prestigeous of his activities. So he served as best hc could,
officlating on various occasions, deciding the questions that came to
him, conferring with various st«ff mewbers on a personal basis, and
intevvening within tha IPA, or on behalf of it, from vime to time,
Burdenad with many tasks, he sought help from his staff, He
also made that staff avatilable to uudertuke various scrvice assignments
for sectors of the governmen:. He operated upon the basis of personal
relations, and promoted the intercsts of those steff members whom he
found loval and effective. He honored the obligations he saw inherent
in the reciprocal relations of pevsons of differing status. And the
occasicnal clash of his norms end the different velue orientations of
some of his own IPA staff {rritated him. More than that, it hurt,
The Dean, after all, was the head of the organization. Without him
there would have been no IPA. Through him the various staff members
acquired their positions, and participants were sent abroad. Yet in
the last years of his tenure he found importent subordinates in conflict
with him. Meanwhile, more and more <f hic attention was occupied with

the important post of Deputy Undersecietary of the Ministry of Interior,

The arericung. The Americans made a substantjal, ‘£ trauneitory,
contribution to 1PA leadership. 1In consultation with the Deaa they
designed the organization and formulated {ts initial program. The 1965

academic program was spelled out in the meetings of 1955; in broad form
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it remained ever unchanged. ‘Throughout the IPA's histoxy the main
thrust of iunovative lcadersbhip in the training progcam came from the
Americans--some of it «bortive and some of it, notably the executive
development. program menticned elsewhere at length, apparently viable.
The Americans pushed research in a coutext alien to reseanch, and allen,
tao, to rellance upon empirical analysis as 8 prime bLasis for decisiun-
making. ‘Tho Americans pressed for a vatlonal plenm of staffing and
organizacion, and for the sclection of participants to be sent abroad
on the basis of the fullest possible effort to predict success. Thoy
also wrote some textbooks, defining the content of some of the sourses.
And they performed various service functions, &s requests came to the
IPA.

With as nany as ten Amcrican advisors :ctive in the IPA during
the latter 1950's, the Americans did much to "epcll out" what was meant
by the IPA, For a time, they werc a duminant festure of the Instituts,
and they gave much inf.uence to the formal articulation of its doctrine.

Other Americanys also served as the instructors of participants
overseac, helping ghape their perceptions and expanding the scope of
their skills and knowledge. When these participants returned, those
who entered the IPA worked for a time with American advisors, who sought
to reinftorce what had been leairned abroad. Beginning ia 1957, %or
{nstance, and extending into 1960, Thais and Americans worked togcther
ae counterparts ir ceaching courses within the IPA. 7The impact of
relationship, however, was irevitably blunted by the fact that the
Thai academic staff was so limited; there was no substantial cadre of
IPA academicians witi whom to worh.

By 1961 all the Ameri:zans weve gone, save for a chief advisor

and a consultant in training. At least one American remained at the
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IPA, however, until the tevmlnatlon of the final contract with Indiana
University, on Octobee 31, 1964. 1The trainfiug consultant served uatil
July, 1963, when Le was chifted to a "direct hire" poaition in the
U.S. Operations Mission, AID, Bangkok. He had made a distinguished
contribution since joining the IPA in July, 1960, and Lo some extent
continued to be available to the Thai staff for counsel and asslatance
after leuving the Institute,

In general, the ccutribution nf the Americans was to delincate
the structure of the IZA enterprisne, With the cencurrence of the Desn
and within the limits imposed by onvironmentel factors, they defined
the broad form of the entcrprise, and bogan the oneration of a series
of activities which added up to tha2 1PA Program. They wern the
architects and masous; yet their object was not tc build something like
a houge that would remain permanently fixed, but rather to establish a
set of sclf-sustaining, adaptive processes--processes that would
contribute to the broad goals of bureaucratic {mprovement. For this
venture to succeed, however, it would be essent.ial for Thais to take
it over., The Americans created commitments; Thais would either fulfill
them, modify them, or reject them.

The Associatc Dean. In 1960 the office of Associate Dean was

created and filled by the chief of the IPA's academic division (who
continued in the latter position as well). The Associate Dean-Diractor
was one of three IPA staff members in special grade positionas--the
othars being thc head of the craining division and the Dean. 7The
position of director, rescarch division, also carries speciai grade vank,
but it has not been filled bv a anecial grade fucumbent,

The creation of the post of associate dean by the Thammasat
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University Council at the behest of the Dean of the IPA was an acknowledge-
ment of a vital fact: the {ncumbent had beccme a key element of the IPA
leadership. In this posc the Dean himself saw the best possible response
to the persistent pressure for full-time lcadership in the Institute.

The Associate Dean was a protege of the Dean, brcught into the IPA
through selectlon aa s member of the first group of participants sent
abreoad for study in September, 1955. ¥reviously he had eérved in various
capacities in the Minfistry of Iuterioi. le was an experienced and re-
spected official in his latter 30's when he joined the program. In
1959 Dr. Choop Karnjanaprakorn finished hie Ph,.D, in political science
and returned to Thailand. By the time of his return Dr, Choop was, as
noted, the acknowledged leader of a group of the participarts who had worked
together at Indiana University.

Wise in the ways of bureaucratic reality, Choop proved to be a dedicated
pragmatiast who saw the IPA as a significant enterprise, intrinsically
meaningful, a meaus for making a substantial and worthwhile contribucion
to public administration in Thailand. An "evolutionary" rather than
"revolutionary," Dr. Choop nonetheless proved himself to be broad of vision,
almost infinitely paticnt, and sturdy of character. By 1960 it was clear
that Dr. Choop commanded the loyalty and support of an important portion
of the iPA profeassional staff--those in particular who tended to support
the idea of the IPA as an instrument of bureaucratic change, and who be-
lieved that the IPA should tunction in accord with different norms than
those characteristic of the contemporary bureaucracy.

At the pnme time Chnop mounted no braod attack upon such problems
as the basic scate of the academic division. Rather, he moved from situa=
tion to situation, shoring, propping, encouraging, and quietly supporting

academic valucs. He was the Dean's mainstay, and held a deep-felt loyalty
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to tha Dean. He did not, however, fully share the Dean's perspective on
tha IPA, nor the Dean's fdent:ification with established bureaucratic noims.

In the last year of Indiana's participation in the development of the
IPA, a clash occurred which {llustrated both the differing value-orienta-
tions of the Dean and the Associate dean, and the underiying incompatibility
or prevalent bureaucratic norms with an otherwise-oriented IPA,

Under the Thammasat University Act of 1952, each faculty, including
the IPA, had an execucive commiitze. In the Institute it was composed
of seven members: the Dean, the tieads of the five divisions--adminiaira-
tiva, acedemic, research, training, end library, and cne member chiosen at
large from the Inscitute. The Commlitee was legally authorized to issue
regulations for the faculty; to''fix the syllabus' ov prescribe the aca-
demic program; to regulate examinations; to advise the Dean; and to pre-
pare the hudgat.

At an fixecutive Ccmmittee sessinn the Dean announced the appointment
of a new member of the acudemic staff--his younger brother-in-law, a
greduate of the IPA with a year of foreign study and some experience in
the bureducracy, who was the husband nf the assistant secretary of the
Ingtitute, the Dean’s sister,

The acting head of the research division, an able but sometimes tact-~
lags man, criticized thls decision in the mewiing, saying he understood
that such decisions would be made collegially. Such behavior was, of
course, utterly out nf keeping with Thui bureaucratic patterns; the Dean

was understundably incensed. As for the appointment, it was faitr accompli;

the open criticism required an apology--which wes not forthcoming. This
rift was exacerhated by other svents--an anonymous criticel letter received

by the Dean, apparcnt fnuendo in an article written by the acting rescarch

director, and other things.
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The Dean gought to exercise aanctious againgt the acting research
director, who rematined adamant in his unwillingneas to apologize and make
peace with the Dean. vhan it bacame rlea» that the brascl: was not about to
be healed end that the Dean wan quite relentlees in his posture toward
his suboidinate, Dr. Choop broke off contact with tha Dean. Tor 100
days not a word was upoken between them, and Dr. Choop refused to go to
the Dean'c office in response to either invitations or summons. With his
carecr at stake, the autirg research director did evertually make an apology
to tha Dean, who accepted it gracefully und wichdrew his objection to a
preposed regular salary step increass for the offendeir, B ut the underlying
sent lmeuts, once reveaied, could not Le entirely put aside. The number
two man in the organtization, tha moat significant internal leader, with
followers in all divisions of tha IPA save perhage two--the administrative
diviaion aud the training division--had, in effect, wanifested hie sympathy
for a posture which was quite inconsistent with that of the Dean--mamely,
that important staffing declisacns should be made collegially, and that tha
superior position of the Nean did not entitle him to {mpose unchallenged
an undeslred sddition tc the staff.

By the time of this clash, however, the IPA was in ite last days. The
tleavage within tihe staff led to no md jor adjustments in the structure of
authority and leadership within the IPA. By the time it occurred, the
IPA game was nearing an end, and NIDA was on the horizon., The conflict
between the Dean and his subordinates did indicate that, within the .

IPA, there had evolyv:d a substuntial cleavage nf value orientations.

Part of the Professional staff, ot least, identified with norms that
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were alien to the burcaucretic t-odition. The Dean as a manifestor
of that tradition was nnc accaprable t) th1s provp ar a leader. On
the other hend, his key subordinate, the Associate Dean, was for the
time being not in a poaition ¢o mobilize the roadourcea or make the
claims that had to be made 1f a “reformist ocientation” were to be
etfectively aseerted by the IPA in Lts academtc and resverch activities.
And while the Associate Tean could and did exercjse saucticns agulnst
the Deaa (and undergo much anju’sh and stress in doing eo), he could
not capture the gume, nndluxtend greatly his contiol over the norms
that would be asserted in the continuing operations of the IPA. For
the IPA was about to disappear as ¢n eatity, and a new game would
soon begia...,

This sketch, based upon vxteunsive interviews and discussions,
portrayr what appears to ba the most essential feature of the leader-
sbip structurcs that emerged within the IPA, Had the IPA coutinued,

R straggle wcuid alue huve continved, withol! nech

doubt, Perhaps a colierent leadershilp might have emerged, either through
the departure of the anti-traditionals, or through the departurc of

the Dean. At the end of ten years, however, such a leadership pattern
had not evolved, [n regard to leaders and their values, the IPA was
bifurcated; purtly as a result, the whole organization lacked coherencea.
Interaction between inconsistunt set:s of norms geacrally took place in
the form of individual accommodative decisions--with occasional
eruptions, the most vivid of which has been noted., But the innovatively
oriented elements of the stuff and their leader ware never in a position
to control the major claims for vesources, and to datermine the ma jor

allocutive ducisions, These were the program-oriented people; given
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their position, a developmentul programuatic oriuntation in the
dcademic and research gectors of the 1A was at best limited in scope
and effectiveness.

Within the IPA there were othe:r elements of Leadership. The
training division, for instance, was headed by a reletively autonomous
individual, effective in his relations with the Dean, and persistent
in the operation of a program that seemed both effective and prestigeous.
Interaction between the assocfate daen and the training director was
essentially pleasant and limited. Cooperative arruangements for the
use of staff for betihi training and teaching were worked out with
little difficulty. The laet American training advisor had helped
evolve the main features of the work of the training division--notably
the exacutive development program--and there were few importaut
allocative decisions to be made. 1In general, the training division,
located in a separate building and occupiaed with its own schedule of
work, engaged in only limited interaction with the rest of the IPA,
The characteristics of its major enterprise, and their significance

te the Institute, 1s noted elsewhera.
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Conclusiygn

This examination of leadership in the IPA, largely based upon
extensive interviews and discussions with members of the professional
staftf, leads to the following conclusions:

1. The cbvious observation that withis The IPA thert~were-two-
rather sharply differentiated leadership nexuses, one essentially trad-
itional in instituticnal orientation, and the other in important respects
in conflict with elements of the Thai bureaucratic tradition and the norms
embedded in it.

2. An accommodation was wdre or less maintained between these two
facets of leadership during most of the period in which the anti-
traditional leadership structure was emérging, but a ruptare did occur
in 1964-65. No real resolutiun of this manifest split took place;
instead, the IPA was dissolved into a new and different entity, although
not because of this split.

3. During most of the time when the IPA was being developed, two
patterns of leadership operated. One was that exercised by the Dean;
the other consisted of the activities of the American advisors, whose
normative orientation was largely consistent with that later asserted
by the Thai leadership faction emerging within the IPA in the early 1960's.

L. This leadership faction, whose posture was generally anti-
traditional, given out of a group of individuals who had shared in
extensive and relatively stressful set of experiences as participant-
trainees in the United States.

5. In the initisl efforts to establish the IPA, the selection of the
top official of the IPA had a decisive influence upon the leadership

structure of the organization throughout its history. The Dean brought
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iegitimacy to the Institute. He enabled it to establish and maintain
linkages with the governmental environment through which it became
possible to recruit trainees for prospective staff positions, to obtain
rmandates and eventual allocations of resources, and in all probebility
to recruit students more readily than would have otherwire been possible.
Without the Dean it might not have been possible to build the crganization;
certainly the experience would have been much different, and probably
much more difficult.
Yet, ironically, the Dean's own goals, values, and perspectives
ceme to clash, first with American advisors, and later -- and muck
more significantly -~ with a group of Thai leaders whose existence and
emergence was to a large degree a consequence of the Dean's own efforts.
The differences with the Americans were viewed and hendled in a
case-by-case menner. In general, they involved differences over patterns
of resource allocation and ffA objectives, (Is this man qualified to
be an instructor? Should this person be selected as a participant
trainee? Should the Dean function as a "full-time leader" of the IPA?)
Such questions were handled individually as they arose, save for the
"full-time" issue. Here the Dean's position was clear and consistent:
in the Thai context a full-time Dean is likely to be a relatively weak
person, not possessed of status sufficient to establish and maintain the
linkages the IPA must have to survive and operate. The official hand
of the IPA should not, in the Dean's view, be a full-time incumbent, but
rather should, in the best Thai fashion, have & wide network of involve=
ments and relations within the government and a suitably high status.
There was much in this argument that was compelling. The Americans,
however, continuingly pressed for "full-time leadership" of the IPA.

The results were two: a certain amount of continuing stress between the
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Dean und his American counterparts over a fairly long period of time,
and e decision to create the position of Associate Dean, to provide the
managerial resources the Americans saw as necessury. The effect was to
&dd legitimacy to another leadership faction within the IPA. The
subdued conflict between the Dean and the Americans was “ransferred;
8 latent difference in the normative orientations of the Thai Jeadership
elements led to a charp clash between the Dean and his own protoges in
the last months of the IPA's independent existence.

6. One can only wonder: was there any feasible alternative that
might have led to the emergence of a coherent Thai leadership structuret
The failure to develop this was, of course, an unresolved problem in

this effort at institution-building.
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TRE ACADEVIC PROGRAM

The academic program of the IPA is in a sense the core of the
enterprise. Officially, this is, of course, not the case, Formally
separate divisions possessing equal status are charged with responsibility
for research, for in-sexvice training, and for the academic piogram,

In all three of these divisions one f£inds manifestations of
the institutional qualities of the IPA, But the in=service training
dlvision is regarded as having at least in part tho role of serving
as "the shou vindow of the IPA" =~ of meintaining linkages with elenents
of the environment vhich will in gemeral contribute to the acceptability
and perceived relevance of the over=sll organization, And to some
extent the substantive content of its activities rerlects this element
of its purpnses, They are, in short, considered to be at leest partially
supportive of an entity whose central doctrinal posture is not
necessarily highly manifest in the divisionts work,

The research division also has a relatively mixed collection of
functions and purposes, One of them is presumably the generation of
data and materials for the academic program. Others include service
research and the dissemination to an dutside audience of information
about the IPA and about public administration, chiefly through the
Institute's Journal,

In the academic divisisn, with {ts Master's degree progréew in
public administration (M.P.A. program) one would expect to find the
most focal and most visible manifestations of the IPA's doctrines, as
well as evidence of the organization's {nstitutional qualities, These
are presumably reflected in such things as the pattern of resouxce

allocation Zound in the academic program; the nature of the meaningulness
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apparently imputed to an identification with this program; and the

gubstantive content of the progranm,

The Course Program

The first semester's work involves four courses: 2rinciples of
Public Administration, Personnel Administration, Finance Administration,
and Research lethodology., The first cf these courses reflects the
abiding efforts of the head of tha academic divisicn to apply social
science concepts to the Thai bureaucratic milieu «« in other words to
interpret and analyze key aspects of the Thal bureaucracy in terms of
such concepts as rationality, efficiency, responsihility, and eystematic
models of administration taking account of authority and ccimunications
processes, A course in research methodology, also being taught by a
member of the IPA staff (Research Division) in 1965 reflected an analytfc. -
perspective based upon the use of sociological methodology =~ in other
words, it focused upon ways and mesns of systematically describing
Jystems and subsystems, and to some extent dealt with the analysis of
problems, But the course was not well received and student reactions
indicated that there vas little feedein of the perspectives of this
course into the larger academic program. A course in personnel
administration gretv largely from materials yrepared ten years earlier
by a visiting prolessor; and a course labeled '"Finance Administzation"
was a rather curious mixture of descriptions of American and Thai
budgetary, taxation, and f£iscal contrnl, orgenizations and procedures,
nominally taught by a highwstatus official formerly connected with the

IPA, and in practice to a substantial extent by a member of his ministry

staff.
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Second-semecter courses are, as they were ten years earlier:
Social Welfare Aduinistration, Labor Adninistration, Comparative
Local Government and Administration, and Organization and Management,
Of these, in 1965 the O & M-course was being taught by a member of the
{n=sarvice tralining division of the Institute staff, who had served as
a counterpart in 1958 and 1959 for the American professor who wrote an
English languaga text still being used for the subject in 1965, The
Labor Administration course vas the result of a no longer very ralevant
concern of the mid 1950°s in labor orgsnization, The Cowparative Local
Government course, taught by a vieitor, drew upon meterials prepered in
the latter 1950's by A foreign advisor; and the Social Welfare
Administraticn course, also taught by an outsider, reflected an interest
of the Dcan at the time he had been Deputy Director General of the
Public Yelfare Department of the Ministry of Interior back in the
1950's and was at best a hodgepodge treetment of social welfare
problems and organizational arrangements in Thailand,

The third semester, consisting of a series of seminars in Finance
Adninistration, Perscnnel Aduinistration, Comparative Administration,
Social Yelfare Administration, and Comparative Local Government and
Administration once again reflects no real coherence or doctrinal
posture, And the IPA's resvurce situation never enabled the £ollowing:
(1) the careful and conscious examination and assessment of the content
of the academic program In terms of an explicit doctrinal posture;

(2) the development of a coherent strategy reflected fn threa semesters
of course work thich would implement such a posture; and (3) the

continuing £low of materials into the collection of coursas which would
reflect a basic doctrinal posture and the adaptation of the fnutruments

for manifosting that posture as competence and knowledge grew,
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In 1965 the IPA, with eighty-seven employees, approsimataly thirty
of them in professional positions, more than half of these with foreign
degrees, conducted an academic program based directly upon a plan
made ten years earlier and did not poasess the resourcea necessary for
the operation of a coherent academic program designed to thematically

manifest a doctrine that could be described as "mcdernizing."
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Resource Allocations in the Academic Progism

In 1965 the acadenic division of the IPA included a Director
who also functioned as Assoclate Dean, responsible for much of the
continuing work of administering the Institute, plus two permanent
instructors vhose assignments also included duties in other divisions
of the IPA, Finally, there were ten p;ttntime lecturers, employed on
an hourly basis and paid out of Thammasat University funds, (The number
of these lecturers had grown £rom two in 1956 to ten by 1959, and following
that year had varied from seven to ten,) Most of these lecturers
were government officials, some with extraordinary qualifications,
A few were individuals who were sent abroad for graduate training under
the Indiana University contract, but who did not join the IPA staff
upon their return to Thailand,

The significance and the contribution of these part-time instructors
have varicd, Gome occupy highestatus positions, and to an extent
enhance the IPA by participating in its academic program. Some are
men of impressive competence in their fields of specialization. In
general, they help link the IFA with its bureaucratic context, On
the other hand, most have a nominal commitment to the IPA, It serves as
a convenient and useful vehicle, an instrument enabling them to
contribute something of themselves to present and prospective bureaucrats,
and a weans of gaining, in nome cases, a bit of the prestige that can
come from being a partetime instructor in a Thai institution, particularly
Thammasat University, vhich over the years has relied heavily upon
such instructional staff.

These people have come-== have been recruited == to teach a course,

In some cases they have doné more; but it is often difficult for them to
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do much more; they have other obligations, ofiten enormous ones, (For
example, Dr, Puey Ungphakorn, who taught in 1964, was Governor of the
Bank of Thailand,)

Perhaps most important from an institutional perspective, these
part~time instructors are manifestations that the IPA is an entity whose
intrinsic resources are insufficient to its obligations, It is a degreee
granting enterprise, but most of the instructionwecs muck as ten of
thirtean courses-~is5 actually conducted by other than its own staff,
Thus, to a substantial extent, the IFA staff has not been in a position
to assess and evolve its academic progrum on thz basis of continuing
experience with its detailed substance, The IPA staff is not in a
position to continuingly refresh and enrich that program with a con-
tinuing infusion of new knowledge and new insights coming out of other
aspects of the work of the staff members-~at least, to the extent that
they do not teach the courses, When from £ifty to seventy~five percent
of tha courses are taught by nonestaff members, the continuing intluence
of the IPA staff over the content of the academic program Ls at best
1imited, Such was the case in 1964 end 1965, and earlier,

This situation has in part been transitory., In 1965 two
teaching posts vere being held Ly participants studying abroad. One
academic staf? member was on leave of absence for a year, at the East-
West Center of the University of Hawaii, Also, the post of Chief,
Rosearch Division, was being held in 1964 for a man completing hls
Ph,D. at the University of Michigan (who ehortly returned and decided
against joining the IPA staff),

Yet there was a clear shortage of instructors, In part this was

a consequence of the University Classification System, tnder which the
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IPA, a unit of Thammasat University, necessarily operated. In this

gystem non-academic posts are in most cases classified no higher than the
second grade of the civil service, while academic (instructor) positions -
may be allocated to the first gmade, or even the special grade in some
cases. Librarians, training specialists, and research epecialists can be
appointed to first grade positions only 1f these are "instructional"
posts, Result: imstructional positions were distributed among the upper-
ranking specialists in the Library, Research, and Trairing divisions of
the IPA, "to provide the status, incentives, and salary -level appropriate
for these positions. This in turn has created a shortage of instructional

positiong available to the Academic Division.'*

* A Final Report on the Establishment of the Institute of Public
Administraticn at Tnammasat University. Published jointly by the Bungkok
IPA and the Department of Gevernment, Indiana University, Bloomingtonm,
July, 1965, p. 16
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The IPA Academic Program and Its Clientele

An extensive portion or this study of institution-building focuses
upon the IPA students, past and present. They are the prime consumers 3f
a major product of the Institute. Through its academic program the IPA
secks to disseminate a doctrine, essentially a perspective upon public
administration as a kind of activity, ldeally guided by certain norms and
conforming to certain kinds of desirable characteristics, The IPA also
secks to develop certain skills presumed to be relevant and useful to
administration, And 1t sceks to enhance the "value free" understanding of
administrative phenomena, by presenting students with a set of concepts
and theory elements in terms of which they can examine and interpret admini-
strative phenomena as forms of social behavior,

In this effort the IPA deliberately includes no systematic analytic
approach to politics per se. Tt does offer a course in comparative local
government, in which the emphasis 1s largely upon formaﬁ structures. And
it does include seminars where certain substantive programs and policies
of Thal government are cxamined, The essential premise ﬁnderlying the
academic program is diffuse and largely inarticulate: "huccqssful CONi
pletion of this program will lncrease capabllities fer effective bureaucratlc
performance, and this 1is intrinsically zood."

Here we shall not examine in dotail the doctrinal content of the
academic program, Rather, we shall attempt to examine the "meaningfulness"
of the program, by locking at characteristics of the student participants,
including their perspectives and attitudes concerning the program, and on
the Thai bureaucracy, and the ways in which and extent to which these

appear to be affected by participation,



+=1105. =

Student Recruitment

The opening of the Institute's M.A. program was set for May, 1956.
The first semester program was announced in the spring, with extensive
publicity. Applications were received from 166 individuals--most of them
already enrolled at Thammasat. A qualifying examination was held on May 16--
a hundred short-answer questions on goveranment, law, economics, administra-
tion, and world affairs, plus an essay to be written in English. Of the
166 applicants, 147 appeared for the examination. The sixty with the highest
gcores were selected and notified to report for classes on May 22, About
forty showed up. Approximately half of them failed to complete the first
gsemester of course work successfully.

During 1956 steps were taken to change the recruitment process in
order to raise the quality of the student body.

The second group of students entered the academic program in May
of 1957, Forty-five of the sixty were selected through Ministerial recom-
mendations. In response to & request from the Institute, the Prime Minister
had asked each ministry to nominate at least three students who appeared to
meet certain specified qualifications, including English language competence.
Thirteen other students were admitted through competitive examination. of
this second group, about 20 continued in residence during the semester, and
about ten passed the examinations at the end of it. Meanwhile, about 20 of
the first group continued through the second semester of their work, about
half of them passing the examinations for their courses. Of these, nearly

all went on to finish the third term of work.*

*0n March 31, 1955, when the contract between Thammasat and Indiana
universities was being negotiated, the then-Prime Minister, Field Marshal
Pibulsonggram ‘'state that the full cooperation of all Ministeries would be
provided, both in the selection of cardidates for training and in the place-
ment of those who have completed their studies at the Institute.” (Memorandum
of Meeting, prepared jointly by Dr. Edgar B. cale, USOM, and W.H.C.Laves,
Indiana, after conference with the Prime Minister.) This agreement was the
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The third group, 65 new students, was taken in in 8eptember, 1957,

Only about ten dropped out during the semester, and half of the group passed
the course examinations at the term's end. By'this time the recruitment
patterm was becoming stabilized in a relatively successful fashion. Both
ministerial nominations and entrance through competitive examination were
now showing signs of produting an adequate student body. Gradually, over
the years after 1958 reliance upon ministerial nomination declined and by
1965 most students were entering the IPA on the basis of direct application,

Over time, scmething of an image of the IPA and its academic program
appears to have evolved within the population of prospective students. As
the program continued to operate information about it spread, present and
former students could "tell their friends" and advise them about what could
be expected. In this way and otherwise, an element of self-selection could
and did evolve in the student recruitment process.

The 'Full-time Student" Issue. 1In the case of individual applicants

already holding bureaucratic positiona, a problem did arise with some fre-
quency: the problem of "full-time students.” This problem had i{n fact
arisen in connection with the first groups of ministerial nominees.

From the viewpoint of Western advisors it was essential that the
students assigned to the IPA be permitted to function as true students. In
other words, they must be relieved from their ministerial obligations. This
arrangement was diametrically at variance from a widespread custom at

Thammasat University of which the IPA was a part.

basis for later memoranda from the Prime Minister to the Ministries instruct-
ing them to nominate student participants, beginning in 1956. Between 1956
and 1965 a total of 173 students entered the IPA by nomination, compared
with about five hundred admitted by competitive examinations. The failure
rate for both groups proved to be about 15% of all courses taken, over the
period of 1956-64, and the rate of degree completion was about 12% for both
groups. These facts do not sustain an assertion that the ministery nominees
have been inferior to the students selccted competitively. But perhaps half
of the ministerial nominees quickly dropped out of the program in the earlv
years; in this sense many of them were unsuitable,
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Thammasat, being organized on '"the European plan." had no attendance
requirements whatsoaver; the successful student was one who paid his enroll-
ment fees and then passed the annual examination(s) given during the long
period (January-May) when school was not in session. Inde2d, many of the
Tharmasat classrooms (other than those of the IPA) were completely incapable
of accomodating the numter of students enrolled in the classes that met
within them. One found "active" Thammasat University students in the farth-
est reaches of the kingdom, in the northern mountains, on the borders of
the Mekong River, and in the Muslim provinces of the south. They studied
when the could--they studied lecture notes prepared by instructors or pre-
pared by enterprising students who sold those notes--and hopefully returned
to Bangkok to compete on the annual examination. Thammasat University in
those days had approximately 20,000 students, most of whom seldom, if ever,
appeared on the campus.

The Institute was to be different. Its students were to put through
a program of graduate training comparable in broad outline to that which one
might expect to find in an American university. Fulfilling this arrangement
involved a series of genteel skirmishes between the Thal directorate of
the TPA and the American advisors. In substance, they had for all practicel
purposes won the argument by the end of 1958; Ministry nominees who were not
actually released from all or most of their duties qui Lly found that it
would be impossible for them to succeecd as students. nistry officials
were asked to indicate whether in fact those assigned to the Institute were
substantially or entirely free from bureaucrutic duties.

Because in Thailand there is an established basis fcr granting
educational leave to officials it was often possible for individual student
applicants to obtain leave from their jobs. In some casen these leaves were
"{nformal." 1In such cases the official went to his office in the morning,

"gigned the book" indicating his attendance, and went off to class. Officials
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did have varying amoutits of work to do, but in many instances this did not
intrude upon the ability to function as students, In other instances stu-
dents were granted outright leave from their positions.

Quite often, however, students preferred not to be totally separated
from their positions; by being on "informal" leave it was possible for an
official to be a student but also to continue to be eligible for annual
pay incrcases. A student of official leave was not eligible. At any rate,
the survey conducted in 1965 indicated that approximately 90% of the students
at the IPA considered themselves to be "full-time." By this some meant only
that they carried a full course load (as required by the Institute), but
practically all of them meant, too, that their work at the IPA was not

merely a sidecline.

Ihe Informal and Fersonal Basis of Recruitment. Only 3% of the

students in residence in 1965 reported that they had come to the IPA on the
basis of the recommendations cr orders of their superiors. All of the others
were recruited through other channels.

Not surprisingly in the Thal context where communication is so em-
phatically personal, 43% of the students covered in the 1965 survey had
learned about the IPA from friends, through personal contacts and word-of-
mouth communications. 20% heard of the IPA program while they were engaged
in training in their own bureaucratic organization, or studying at another
academic institution. Slightly movre than 10% heard of the IPA by encountering
the organization's own publicity, and about 87% learned of the academic pro-
gram through radio announcements on government broadcasting stations or
through other mass media, The other students were recruited in a variety of
ways, by their parents, by other IPA students, by IPA personnel, or by en-

countering government circulars mentioning the IPA program,
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This evidenoce confirme impressions directly basod upon systo-
matio information: The IPA hac beocome wull-linked with its bﬁreauoratio
oontext, so far as student recruitment is oconcerned. It evidently need
not rely upon systematic publicity or positive recruitment efforts of
eny substantial size. It does mot require a “olientele subsidy" in the
form of ministerial nominations. The IPA is there, and students come.
All of this, of course, begs one imporiant question: how good are the
students who come to the IPA? Does the organization, in other words,
draw a high proportion of top calibre students?

To this important question there are no determinats answersa
Fifty perosnt of the IPA professional staff rates the students as "some-
what better than average" in comparison with other Thai faculties. A
third of the staff rato the students as "among the best." All but two
of the staff see the quality of the student body es stable or improving.
The "flunk rate" or rate of failures to passes in courses is relatively
low == 15% -~ and has been more or less constant over the years,

But in torms of other, broader oriteria it is diffioult to jadge
the relative quality of the IPA students. They are not selected from
only the oream of baccaluureate degree~holders. They do not come out of
aocademio baokgrounds whioh facilitate evaluation of intellectual oapa-
bilities, 1In view of the testing methods of the IPA on one hand, and the
bureaucracy on the othor, little can be said about teneral aptitude end

intelligenoce levels,
Who Comes?

Most of the students who come are already bureaucrats. Two=

thirds of the respondents to the 1965 survey were in govermment agenoies,
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inoluding 4 in quasi-bureaucratic organizations, 7 military officers,
and 1 polioce official. The others reported that they held no bureau=
oratic posts; most of these were young prospective bureauorats. Over
the period 1956 through 1964, 7O percent of the inocoming students held
governmental posts.

Almost 40% of the 1965 student body consisted of officials nor-
mally engaged in what might be best oalled "line administration.” Tho
others soatter rather widely aoross such fields as eduoation, solentifio
and teohnical work, acoounting end finence, inspection and control, publio
welfare, and judioial, legal, or diplomatioc work. 24% of the 1965 students
are civilian officials of the Ministry of Interior, engaged in general
domestic governmental work. Nearly 20% hold military or police assign=
ments or work in the intelligence apparatus of the government. Some
| persons have desoribed the IPA as & service agenoy of the Ministry of
Interior, and the distribution of students helps one understand why.

(Yet between 1956 and 1964 the Ministry of Defense nominated many more
students == 43, compared with 16 by Interior -~ and thoe Primo linla-
tor's office nominated 27.)

This peroeived relationship between Interior and the IFA is ex-
plained by a complox set of factors. First, the Ministry is the largest
of the ocivilien ministries apart from Eduocation; even if students wore
distributed proportionetely among the ministries, Interior would still
loom large in numbers. BSecoad, a small number of key officials within
the Interior Ministry have been particularly supportive of the IPA; they
have regarded it as valuable and have enocouraged offiolals to partioipate

in its training and academio programs. The Ministry of Interior has a
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long-standing tradition of training, as well as an impressive range of
responsibilities in the centrnlized govornment of Thailand. Third,
personal asgooiations have linked the Ministry and tho IPA; the part=
time dean of tho Institute through the 10 years of its existenoce was
also & high~ranking official in the Ministry, end a& number of other
members of the professional staff, inoluding the associate dean, had
prior oonneotions with the Minstry.

1t canmot be suid that the IPA has been dominated by the Minis-
try of Interior, nor that it hes discriminated in favor of students
from that Ministry to the exolusion of others. Rather, in the absence
of any oonscious, systematioc porsistent effort within the Institute to
extend the base of student partioipation, various factors have tended
to produce & gubstantial representation of Interior officials among the
IPA student bodys In view of the communications process involved in
gtudent reoruitment, this pattern tends to be self-maintaining.

The socond and third largest groups of ourrent students oome
from political, military and intelligenoce organizations on one hand and
cormeroial and economic organizations on the other. The Thai military
has been distinguished by its emphasis upon training; amo;g the vory
first groups of IPA students were & number of relatively high-ranking
military offioials, inoluding one brigadier genernle These early,
ralatively fortuitous associations have lugitimized the IPA academio
program a8 & 50uroce of administrutive training for various kinds of
military personnel. Military students, however, have never numerioally
domineted the IPA student body.

In 1964 o major ministry wes eatablished in Thailand, the Minis-

try of Natimal Developments An emalgam of a number of departmonts
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transferred from other ministries, plus the entire Ministry of Coopera=
tives which beocamo a unit of +he organization, MND, has as its deputy
ministry a former member of the IPA staff -= the ex~direotor of ine
service training, and a man who obtained a master's degree in the United
States in conneotion with the efforts to establich the IPA. His assooia-
tion wd th both the Institute and the new ministry also affect the pattern

of student recruitment o some extent,
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*he Student Clientele==1665-17

We have studied the IPA students, past and present, to deteimine
how they perceive the organization and how the organization affects
its academic clientele. We consider such questions as these:

Who are the students? How do they get into the Inatitute? What
draws or brings them to it? What expectations have they? How do
they evaluate the IPA in comparison with certain alternatives such
as graduate study abroad? How do their attitudes and opinions change
as they move through the IPA and beyond it? How do these students

of the IPA comnare with other university-level Thai students in

their attitudes toward the bureaucracy and the IPA?

The students are "customers" of the Institute. They ure among
the major users of its services. The meaningfulness of the IPA to
this group is, therofore, a significant aspect of the institutional
quality of the enterprise. The students also stand in an instrumental
relationship to the IPA. The ways in which they are changed or
affected by the organization is a substantial manifestation of the
IPA's institutional quality--to the extent, that is, that such
changes are normative, including substantial changes in perspective,
or interpretive outlook.

With these objectives in mind, the entire current student
body of the IPA was interrogated. An effort was also made to reach
the entire group of former IPA students--an effort which proved less
than successful, although it did produce relatively substantial

information concerning past students., Finully, in order to make a



number of comparisons between the IPA group and Thai university
students more generally, random samples of senior students in five
faculties at two major universities were surveyed.

The Current Group of IPA Students. 123 students in residence

at the IPA during the winter of 1965-1966 responded to a questionnaire,
out of a total of 139, _. In age they ranged from 20-49 years,

although nearly all were under the age of 35.

TABLE

AGE NUMBER
20 - 24 years 24
25 « 29 ycars 59
30 - 34 years 27
35 = 49 years 13

90 percent of the group are males. About 14 percent came
to the IPA on the basis of ministerial nominations. They were
selected by top-ranking officials in their ministries and assigned
to the Institute in response to an annual invitation to each
ministry to send selected students for graduate training. The
greatest part of the student body, however, came to the Institute
by direct application, in response to information about opportunities
at the IPA obtained from friends and associates.

All of these students have baccalaureate degrees, as the

following table shows:
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UNDERGRADUATE EDUCATION OF PRESENT IPA STUDENTS

Chulalongkorn University

Political Science 29
Fine Arts or Education 16
Commerce and Accounting 2
Other 2
TOTAL 49

Thammasat University

Political Science or Law 19
Commerce, Accounting, or Economics 11
Social Administration 7
TOTAL 37
College of Education 20
Medical School 3
University of Agriculture 1

Information on the undergraduate training of other students
was not reported. GSome, it is known, have graduated from the military
cr police academies. Interestingly, practically none of the graduate
students at the IPA have been trainod in natural science fields. Many
are products of political science faculties; the political science
they have studied is largely descriptive, traditional, and mildly
prescriptive. It has not included any systematic study of political
behuvior. It may have included some examination of Thai governmental
history and Thai political arrangements.

Only seven of these students were born in Bangkok, or in the
urban hinterland of Dhonburi across the river. Somewhat less than
half of them were born in the central provinces immediately surrounding
thd nation's capital. The following table shows the distribution of



- 16 -

the current group of students by region of Lirth.

BIRTH PLACE NUMBER
Centrul Provinces 55
Northeastern Provinces 23
Southern Provinces 21
Northern Provinces 10
Eastern Provinces 7
Bangkok~Lhonburi 7

The distribution of students does not parallel the distribution
of the nation's population. lhe relatively prosperous areas of the
nation's center, well-linked with the cépital, have furnished a
substantial share, but it is less than 45 percont of the total. 1In
any case, this is not a narrow group with metropolitan backgrounds
in a country whore 70 .ercent of the population lives outside the
metropolitan capital region. The evidence, which is not complete
for the group, suggests that about 44 percent of these students
were born in rural areas or villages, the remainder coming from
provincial capitals--urban areas ranging from 15,000 to 60,000 or
more persons. Tho proportion of students claiming rural backgrounds
is strikingly high, given the relatively simple agricultural
character of rural areas, plus the fact that in the recent past
access to school facilities has been uneven and often 1imited
outside the urban centers.

Equally interssting, these students are, more often than not,

out of families with non-bureaucratic backgrounds. Informution on
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the father's occupation was obtained from 111 students. In only

30 cuses was the parent a clvil gservant. In another six instances
the father was reported to be a militury official. 50 of the group
are the offspring of private business owners or employees, and

25 come from families engaged in agriculture.

This information on birthplace and parental occupation strongly
indicates the relative openness of the bureaucracy (most of these
students are bureaucrats) and illustrates, too, the substantial
mobility evident in Thai soclety. More to the point of immediate
concern, it tells us that these students have been drawn to the
bureaucracy, or attracted by prospective bureaucratic careers, for
reasons other than their fathers' occupation. Of course, the Thal
bureaucracy has been growing substantially and persistently and
is, therefore, relatively incapable of being staffed by the offspring
of past bureaucrats elone (assuming that these past bureaucrats
tvpically had no more than one or two male children living to
maturlty.)

What about bureaucratic connectlons other than parents? Two-
thirds of the students indicated that they had no relatives in Thal
government positions. But 62 students, about half the sample,
report that they or their fomily have friends holding high
governmental posts. All but 16 of them are officials. In most
cases, the high-ranking nfrieads" of the IPA students are upper-
ranking officials with whom they may have come in contact in the
course of their eamployment.

47 students do not report that they are in the bureaucracy.
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These, by and large, are the hopefuls, for whom the IPA is an
intended means of access to the bureaucracy. For the bureaucrat-
students, we may assume that the IPA is regarded as a prospective
means of advancement or improvement in the conditions of existence.,
Most of these buresucrat-students hold positions at the third-grade
level of the bureaucracy, ihe lowest luvel normally occupied by
collego graduate entrants. There are thres clerks, in fourth-grade
positions, at the bottom of the heirarchy. 19 students occupy
second-cluss positions, equivalent to section chief (or in the

case of the military, to company comnander.) Only three students

claim to occupy positions at the first-grade level of the bureaucracy.



Educational Backgrounds-~ prediniverasity

These students have come from various parts of the country,
but to a substantial extent they appear to have obtained their
education in the capital metropolitan area., Eighty~five responded
to a question on the locale in which they had studied before entering the
university, Of these, 68 were educated in the Bangkok area and only
17 outside it, Thus mobility has, in the receunt past, required
movement to the Bangkok area &t a rather early age in order to teke
advantage of educational facilities, and coming to Bsngkok usually
means having friends or relatives with whom to live, It also means
having a certain amount of financial assistance from one's family. The
mobility veflected by movement toward or into the bureaucracy is not
available to the lowest strata of society outside the metropolitan
center, Almost a third of the students who studied in the capital city
attended private achools (21 of 68). This too, costs money, thus
reducing the range of access to the educational prerequisites of bureau-
cratic :areevs,

Time of Enrollment at IPA

All but three of the respondents to the IPA student questionnaire
indicated when they had first enrolled at the Institute, On the basis
of this information the students can be divided inte 3 broad groups--
the firet year students who enrolled in 1965, numbering 64; the 34
second-year students who began their studies in 1964; and the stragglers
who enrolled initially at some time between 1960 and 1963 but continue
to be in residence. These people have either been part-time students, or

have failed courses and found it necessary to re-take them.
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Marital Status

Of the 123 IPA students, 91, or about three fourths, were
married, compared with 32 single students. Ninety-nine of the 123
students are above the age of 24, Most of them are employed. In these
respects they differ with the comparison groups in other faculties

of the Thail universitles.

Aims _of Analysis

Our study of IPA students covers the following: (1) attitudes
toward the bureaucracy and expectations and judgments concerning
bureavcratic change; (2) attitudes toward the IPA as compared with the
alternative of study abroad; and (3) expectations concerning benefits to
be obtained from study at tlie IPA,

Two devices were used in obtaining information from the IPA
students: (1) a close-ended questionnaire containing about 80 attitude
items, and (2) a series of scales based on the semantic differential
idea, which involved students in the evaluation of various qualities
of the Thai bureaucracy.

The epproach enabled a number of comparative analyses. First,
it is possible to compare the response patterns of students over time,
as they progress from the first semester of work in the IPA through the
second year of their studies. Further comparisons with a limited
number of former students are also possible, “hrough responses obtained
from those who have completed the MPA thesis requirement, thnse who have
finished course work but not yet completed the thesis, and a small

number of former students who dropped out without completing their

course work.
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Some of the most intevesting findingo are concerned with
changes in student perceptions and attitudes over time. The
specific objectives of this particular analysis are the following:

(1) to discover what “meaning" the bureaucracy has in the minds of
students at the IPA, and the extent to which and ways in which such
meaningfulness varies from the perceptions of attitudes of more or
less comparable groups of non-IPA students; (2) to determine how IPA
student--and former student--attitudes toward the bureaucracy change
over time--and particularly how student attitudes and perceptions
change in the course of their exposure to the doctrine of the IPA;
(3) to determine how student perceptions and attitudes compare with
those of the professional staff of the IPA responsible for disseminating
the Istitute's doctrine; and (4) to determine the manner in which and
the extent to which the IPA is "valued" by its students and former
studento.

Along with this, an effort has been made to ascertain whether--
and to what, if any extent--other variables than involvement with the IPA
appear to explain the perceptions and attitudes of students and
former students. For this purpose responses have been linked with
each of several separate variables, such as age, sex, place of birth,
civil service rank, manner of recruitment, and type and place of
undergraduate education.

Fundementally, we are trying to probe the impact of the IPA
upon a cognitive orientation (or if you prefer, cognitive-evaluative
set) of those exposed to its academic program. We also want to know how
the participants regard the IPA and its doctrines. We want to know how

student exposure affects attitudes toward the IPA and its objectives.
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Student Attitudes toward the Bureaucracy:

A Semantic Differential Analysis

How do IPA students perceive the bureaucracy generally, and what

factors appear to affect their perceptions and attitudes (more precisely

how do differences in perspectives appear to be related to other

factors?).

To probe this matter students were presented with a set of

9 scales and asked to indicate the most appropriate point on each of

the scales,

(1) The bureaucracy is |, (a)
(2) The bureaucracy is (a)
(3) Thai administration is (o)
(4) The bureaucracy has (a)
(5) In the bureaucracy (a)
organizational goals are
(6) The bureaucracy (a)
(7) The bureaucracy (a)
(8) The bureaucracy acts (a)

(a)

Bureaucratic behavior is
based on

(9

Students were asked to indicate where

very bad
traditional
corrupt

no pover '
vague and
indefinite
never
accomnplishes
its purpoaes
wastes
resources

on the basis
of informel
and personal
orders
feelings and
emotions

(b)
(b)
(b)
(b)
(b)

(b)

(b)

(b)

(b)

The attitudinal topics, with their polar positions, are:

excellent
modern
honest

great ‘pawer
specific or
concrete
always
accomplishes
its purposes
uses
resources
carefully
on the basis
of rules

and laws

rationality

they rated the bureaucracy

on a continuum on which 5 points were indicated--2 extreme measures, 2

moderate measures, and a dead-center measure.

Students were also asked

to compare the "pre-war" bureaucracy with the present-day bureaucracy

on separate scales, the object being to obtain evidence of perceptions of

shifts in bureaucratic characteristics over time.
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Behavior
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Total Student Group Response. The responses obtained are quite

interesting. The students as a group see the present-day bureaucracy as
a little bit on the "bad" side of neutral; yet they see it as slightly
more modern than traditional. They regard it as mildly dishonest,

They are emphatically convinced that it is powerful. 1Its goals are
mildly vague and indefinite--yet it tends to accomplish its purposes,

at least to some extent. In doing so, the bureaucracy wastes resources;
in fact, the students rate the bureaucracy as somewhat more wasteful
than corrupt. They regard the bureaucracy as tending-~1ightly--to
operate on the basis of informal relations and permonal orders rather
than rules and laws, and they see bureaucratic behavior as Feing more
based upon feelings and emotions than upon rational considerations.

In several respects the students see the contemporary
bureaucracy as significantly different from the pre-war administrative
service. The pre-war bureaucracy was a little better--in general; it
was much more traditional, and also much more honest. The older
bureaucracy was perhaps a slight bit more powerful than today's. 1Its
goals were only a little more vague and indefinite. It was somewhat
more effective in accomplishing its purposes, less wasteful, at least
as rule-based as the present burecaucracy, and equally inclined to act
on a basis of feelings and emotione rather than rational analysis,

In short, on finds a moderate tendency towards the idealization
of the past. Today's bureaucracy is regarded as more modern, but
"modern"” in the minds of these students does not er :al "better," to

Judge from other judgments.



Attitudinal Changes Over Time. How have these attitudes changed

in accordance with exposure to the Institute's doctrine? A fully
sufficient answer is not available, as this information was obtained
at a given point in time. It has been possible to compare the
attitudes of first-semester, second-semester, and second-year students
as shown by their responses to the scale. It also seems plausible to
assune that changes in attitudes are substantially related to exposure
to the work of the IPA.

Students came into the Institute feceling that the bureaucracy is
"mildly bad'"; three semesters of exposure produced no significant change
in this attitude (despite the fact that IPA instructors assume that one
impact of the academic program is to make students more critical of the
bureaucracy).

Students come in regarding the bureaucracy as mildly modern and
go out, evidently, seeing it in much the same light.

Secund-year students regard the bureaucracy as slightly less
corrupt than those who have just entered the IPA., Attitudes toward the
power of the bureaucracy seem to shift not at all. In fact, the only
significant perceivable differences in bureaucratic attitudes over time
are these: new students see the bureaucracy as mildly oriented tcwards
operation on the basis of rules and regulations; second-year students
have a substantially different attitude: they see the bureaucracy as
inclined to act on the basis of informal relations. On the other hand,
first-semester students are rather emphatically convinced of the
wastefulness of the bureaucracy, an attitude which tends to diminish
somewhat over time, with the second-year students holding a somewhat

milder conviction to the effect that the bureaucracy is wasteful.
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Attitudinal Homogeneity. In these assessments there is an
impressive homogeneity. Looking, for example, at attitudes toward
the present-day bureaucracy, and relating these to the area in which
the students were born, one finds that the non-Bangkok students,
born in the central provinces, the north, the northeast, or the south,
present substantially similar attitude profiles, although the students
from the central provinces tend to regard bureaucratic behavior as less
emphatically based upon feelings and emotions than do the students
born in areas more remote from the nation's center.

As for students born outside the capital metropolitan area,
their sentiments follow the same profile regardless of whether they
were born in a provincial capital or in a village, with one minor
exception: village-born students see the burecaucracy as more prone to act
on the basis of informal relations and personal orders.

The relatively small group of students born in the metropolitan
area regurd the bureaucracy as "worse" than any of the others; they also
see it as slightly more modern than any of their colleagues. They believe
that goals are less specific and concrete than do the non-metropolitan
students. They vary emphatically from the others in evaluating the
effectiveness of the bureaucracy in accomplishing its purposes-=they
don't think it doas do so to any impressive extent. They sce the
bureaucracy as moré wasteful than do the other students. Yet they see
it acting on the basis of rules and laws, at least to a mild extent,
although they claim that behavior within it is baosed on feelings and

emotions rather than rationality.
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The sentiments of students do not seem to vary significantly
with the official civil service grades they hold. Students who are
second-grade officials, or above, credit the bureaucracy with being
slightly more powerful than do students at the third grade or below,
but both groups are emphatic in agreeing that the bureaucracy {is,
indeced, powerful.

Implications. What generalizations might one derive from these

details? Certainly exposure to the IPA programs does not intensify
critical attitudes of the student body to any great extent, Perhaps
the perception of bureaucratic operation on a basis of informal relation-
ships is a result of exposure to material concerning the "human
relations" aspect of administration more than anything clse. The
students are only slightly less sanguine in their assumptions about
bureaucratic efficacy. Their attitude toward bureaucratic rationality
has not changed much. At the broadest level of highly contingent
generalization, one can only say that no ranging shift in cognition
seems related to the extent of exposure to the IPA's academic program.
If this is, indeed, the case, then it la not possible to claim that the
meaningfulness of the IPA to its etudents lies in their own perceptions
of the Institute as a vehicle for significantly modifying thelir
comprehension of the bureaucracy to which practically all of them are

committed for careers.
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In short, to the extent that the instrument used has produced
!;;;2ingfu1 results, and to the extent that a simultaneous examination of
three subgroups at three different stages of progress through the IPA
academic program ie qquivalent to examining one group at three different
time periods, exposure to the IPA program does not produce any broad
shifts in gencralized perceptione of the bureaucracy. The one exception:
students apparently become more sensitized to the informal aspects of the
bureaucratic process; their perceptions appear to shift-~and to come
to resemble the perceptions of the IPA professional staff, which show
a substantial sensitivity to the asserted personalistic and oon-rationa-
listic characteristics of the bureaucracy.

On this point it is possible to argue, at least, that the academic

program may have produced a degree of attitudinal change.
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Student Perceptions of the Thai Bureaucracy
Scattered through the dozen of attitude items given to the

student body of the IPA were a series of statements concerning
possible advantages and disadvantages of bureaucratic careers.
Students were simply acked whether they agreed or disagreed with
each of the statements, and were also given the opportunity to
indicate that they "didn't know or had no clearly formed opinion."
The evident emphasis on advantages and disadvantages perceived by

IPA students is interesting.

Advantages of Being a Bureaucrat

tenm Score Frequency#
A DN D N

One advantage of being an official is .38 110 9 3 122
this: in Thailand most people respect

officiuls,

One advaniage in being an official is .76 104 7T 1 122

the security of one's position. An
official does not have to worry about
losing his position.

One advantage of being an official is .62 03 12 17 122
that tho work 1s not as hard in jobs
outside the government.

One advantage of buing an official: the 57 92 7 22 12
work of officials--much of it--is for the

benefit of the country. In private

business the purpose of the work is

usually the benefit of some person or

small group of persons.

One advantage of being an official: 43 76 22 24 122
in government organizations persons

are treated more fairly and considerately

than in most business firms.

*1agend: A:  Agree
DN: Dontt Know
D: Disagree
N: Number of respondcnts

*These scores are computed by weighing all three possible responses by the fre-
quency of their occurrence, giving an "Agree" response a weight of +1, a "Dont't
Know'" response a weight of zero, and a '"Disagree' response a weight of -1.
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Advantages of Being a Bureaucrat, Con't,

Item Score Frequency
A DN D XN

dne advantage of being an official: .13 58 21 42 12),
officials in the second grade and above

have good incomes when one 1includes fringe

benafits as well as tho salary.

One advaniage of being an official: in .01 45 33 44 122
government service a man who is able can

advance. 1ln business personal connections

are more important.

One advantago of being an official: -.04 48 21 53 122
officials ubove the lowest grade have
opportunities to go abroad.

Disadvantages of Being a Bureaucrat

Ltem Scors Frequency
A DN D X
Few Thul government officials can live .75 100 11 10 122

on their saluries. They must have some
additional income.

One disadvantage of being an officiul is .73 100 11 1 122
that a porson's skills and abilities may
not be used.

One disadvantage to being an official: .58 85 22 14 121
much of the work is poorly organized,
and it is often hard to get a job done.
One disadventage of being an officisal: .16 € 12 45 124
there are not enough high-ranking
positions, so some worthy officials can-
not advance.

The three greatest benefits perceived in bureaucratic status
--respect, security, and easy work--are not exactly "outlic values."

et the perception that bureaucrats serve the country does come in

fairly strong.
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These students have no illusions about the monetary rewards of
officialdom: the most emphasized disadvantage of a bureaucratic
career 1s salaries. Students also recognize rather emphatically
that there are substantiul prospects that skills and abilities may
not be used--an attitude which looms large in its significance for
the meaningfulness likely to be ascribed to graduate training in
the IPA. The students tond to see bureaucratic work as often
poorly organized and unproductive. But they are relatively sanguine
about opportunities for personal advancement within this system.

In short, these are students who see the prime rewards of the
bureaucracy as security and prestige. They do not see the bureaucracy
as highly productivity oriented. They recognize that they will have
to pay in monetary terms for the rewards the system offers, but they
are rvlatively optimistic about their prospects for capturing the

game.



Student Attitudes toward the IPA

The student group was asked to evaluate ten statements concerned
with the benefits of studying at the IPA, and comparing the benefit of
such study with studies abroad. Here is how they appeared to rank the

advantages of the Institute:

Statement Score Frequency
A DN D N

1. One important benefit of studying
at the IPA is learning how to
analyze and solve problems. »95 114 6 0 120

2. Oune important benefit of studying
at the IPA is the development of
skill in writing reports. .79 104 7 9 120

3. If a young man or woman has a
choice between studying at the
1PA and studying for a master's
degree abroad, it would be better
to go abroad becausc the foreign
degree will have more prestige. .76 101 9 10 120

4. Onc important benefit of studying
at the IPA {s learning how to make
good use of foreign language
materials, .73 101 6 13 120

5. Successful study at the IPA
increases a person's chances of
going abroad for further study. .62 84 26 10 120

6. Ona important benefit of
studying at the IPA is getting
acquainted with other students
who are officials or who will
become officials, .59 90 11 9 120

7. The ability to speak and read
English has become important
to the person who wants to
reach a high rank in the Thai
bureaucracy. .59 90 14 19 123
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Statement Score Frequency
A DN D N

8. If a young men or woman has a choice .50 78 22 19 119
between studying at the IPA and studying

for a master's degree aborad, he would get

one important advantage by strdying at

the IFPA: he could make friendchips which

would be useful in his career.

9. In the Thai bureaucracy it is now 12 59 20 44 123
necassary to have post-graduate

professional training in order to reach

a high rank.

10. If a young man or woman has a -.10% 36 36 48 120
choice between studying at the IPA and

studying for a master's degree abroad,

it would be better to go abroad because

the quality of education would be

somewhat better.

%. These scoros are computed by weighing all three possible responses
by the frequency of their occurrence, giving an "Agree" response a
weight of +1, a "Don't Know" response a weight of zero, and a "Disagres"

respouse a weight of -1.

Evaluation. What does the pattern of response suggest? First,
IPA students are verbaly sensitized to the objectives of analyzing
and solving probiems; they are evidently aware of this element of the
IPA doctrine. They also have some skill sensitivities; they believe
they grow in ability to write reports, and to make use of forelgn

language materiuls.
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But they also recognize quite emphatically that a foreign
master's degree is more prestigious than an IPA degree. Note,
however, how sharp is the distinction between perceptions of prestige
and assertions of quality of education in the assescments of the
relative merit of an IPA degree versus & foreign degree. These
students are saying, in effect, that while they consider the IPA
degree of high quality, they alco recognize--being realists--that
the prestige of & foreign degree is higher.

In addition, they clearly believe that the IPA may be a
valuable instrument for increusing chances to study abroad. This,
in fact, is the fourth ranking value imputed to IPA study. The
gtudents also tend to recognize that the IPA can be a valuable means
of establishing associations with other officials or prospective
officials. They are a little bit more willing to admit that this is
a benefit "in general" than to admit specifically to the making of
friendships which would be useful in the advancement of careers.

In short, the students do jdentify rather strongly with the
1PA, und ascribe to the organization certain utilitarian values.
These include "competence values," but also an array of "non-competence/

personal advancement" values.

Student Perceptions of Bureaucratic Change

The students of the IPA were asked Lo assess changes perceived
in the bureaucracy since the pre-war period, and to indicate
anticipated changes likely to occur over the next 5 years. The
following table summarizes the aggregate perceptions of the changes

which have occurred to distinguish the pre-war from the present-day
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Thai bureaucracy. The items are presented in order of agreement.

Perceptions of Changs, Pre-War and Present

Item Rank Order
(Degree of agreement)

Women hold many more im ortant positions
in the civil service today than beflore
the war. .98

Before the war official salaries were
actually better than they are today, taking
into account the chunge in the way of living. 91

Before the war, the highest status un ordinary

person could hope for was to be a high-

ranking official. Today there are many ways

to gain high status without becoming an

official., .90

Before the war officials were treated with more
respect than they receive from the public today. .86

Before the war officlials were usually more
respectful of their superiors. .82

Today government agencies pay more attention
to the needs of people than before the war. .75

Today sn ordinary citizen has a better
chunce to hecome an official than he did
before the war. .69

Today the civil service is more competent and
productive than it was before the war. 42

Before the war most officlials were more
polite than they are today. .08

Before the war persons were promoted on the

basis of their personal status. Toduy

promotions are based more on how well

officials do their work. .04

Today the civil service is more just and falr
in dealing with the public than before the war. -.05

Today the civil service follows the law and
reagulations more strictly than before the war. -.36
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(table, perceptions of change, pre-war and present, continued)
Items Rank Order
In the next five years I expect more
young people will seek careers in private

business or outslde the government service. .84

In the next fivc years I expect that
official salaries will be increased. .56

In the next five years I expect that
government agencies will hecome more
officlent. 49

In the next five years the prestige of
being an official will probably decline. .28

In the next five years I expect that
government agencies will not change very much. .04
Commentary. These patterns of perception and expectation,
held by a group of graduate students who in most cases already hold
bureaucratic positions and in others look forward to such positions,
{8 intrinsicelly interesting. There are clear-cut perceptions of
change in the position and significance of the bureaucracy in Thal
gociety; it used to be better than it is. Salaries once were higher,
and at one time--but no longer--the bureaucracy was the key to upward
movement in the society. Officials used to be treated with more respect.
The bureaucracy has changed in other ways, one of them being a
greater sensitivity to public neede, and--to a lesser degree in the minds
of theso judges--un increase in emphasis upon productivity.
But there are also perceptions of stability, including the
absence of any stark shift in the apparent basis for personal advancement
within the bureaucracy, and the absence of any great change in the

quality of relations between bureaucrats and public,

*These scores are computed by weighing all three possible responses by the fre-
quency of their occurrence, giving an "Agree" resyonse a weight of +1, a "Don't
Know" response a weight of zero, and a "Disagree' response a weight of -1,
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The students expect that changes will continue into the future,

and one of the most significant of those changes will be the opening up

of increased alternatives to bureaucratic careers,

Impact of the Academic Program on Perceptions

Is there any evideace that participation in the academic program of
the IPA influences these patterns of perception? A survey of the 3 groups
of IPA students--first, second, and third semester--produce no evidence of
thematic shifts. There are, however, & few differences worth noting. First,
the longer one is & student at the IPA, the more he appears to appreciate
the place of law and regulation in the bureaucracy. New students disagree
with the statement that the contemporary civil service follows law and
regulatiors more strictly than before the war. Third-semester students
are almost evenly split; about half of them'indicate an opinion that the
prescnt-day bureaucracy is more rule and law-oriented than the pre-war bur-
eaucracy. Student attltudes toward buresucratic tradition appear also to
shift scwewhat. First-semester students disagree emphatically with the
statement that before the war subordinate officials were usually more re-
spectful of their superiors; but third-semester students tend to agree
with this statement. Perceptions of the fairness of the bureaucracy in its
dealings with the public also tend to shife, negatively. For new students
the ratio of agreement-disagreement with the statement that "the contemporary
bureaucracy is more just and fair than the pre-war bureaucracy"” is 1:2.
Por third-semester students the ratio is 1:3. As students move through

the IPA tbey tend to have less regard for the fiirness and justness of

the bureaucracy.
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Again, for third-semester students the ratio of agreement-
disugreement with the statement that "the bureaucracy today pays more
attention to the needs of the people than before the war" is about 2:1.
For first-term astudents it is slightly more than 10:1. These 2 shifts
in perception tend to bear out the shured judgment of the IPA
professional staff that one effect of the academic progrem is to
"make students more critical of the bureaucracy."

These shifts in critical perspectives seem linked with shifts
in future expectations. All 3 student groups agree that government
agencies will change in the next 5 years. They agree that more young
people will seek careers outside the government service., They agree
that bureaucratic salaries will srobably be increased, although
second-year students as a group are less optimistic on {his point
than are new students. The most interestinyg difference in expectations
is a heightened conviction that the bureaucracy will become more
efficlent, Agreement on this trend is three times as strong among
second-year students as it is among the firat-semester group.

The full cause and meaning of this shift cannot be known, but
part of the explanation is certainly a heightened sensitivity to the
1dea of efficiency, as a result of exposure to the IPA's academic
program. To scme exlent, thls aspect of IPA doctrine is transmitted
into students, to be reflected in the form of expectations.

Advanced studonts are also mors sanguine about the future
prestige of officials than are new students. Half of the latter ars
willing to agree that nrestige will decline; less than a fourth of

the second-year students agree. Why the shift?
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Again, nixed factors obscure an explanation. The second-year students
are closer to time when thay will enter or re-enter the bureaucracy; they
probably identify more intensely with it. They are also more hopeful that

specific bureaucratic improvement will occur,

Cenclugion

There 1is a large degree of continuing coherence in etudent per-
ceptions of the bureaucracy, but there is also some evidence of shifts in
elements of these perceptions as students move through the academoc program.
Unquestioning acceptance of the idea that the bureaucrscy is "fair" declines
somewhat. Perhaps new premises about the criterion of "fairness'" have been
internalized in some of the students.

There tecms to be a significant change in attitudes concerning the
extent to which the bureaucracy is service-oriented. The implication is
that among students a new and different perception of the appropriate
relation between Lhe bureaucracy and '"the needs of the people" has emerged
as students move from the first, through the sccond, and into the th{vd
semester of the program.

Finally,there is some evidence that students become sensitized to the
norm of "efficiency'" as they move through the academwic program.

Yet they are certainly not alienated from the bureaucracy ag a

result of their participatisn in the IPA's academic program.
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Student Expectations

Expressed expectations, IPA students, 1965

to improve my work ability 84%
to improve my chances for advanocement 83%
to study and learn 7%
to prepare for study abroad 60%
to make important friends and contaots £3%
to inorease my salary 51%
because my superior asked or advised 13%

me to onroll
miscellaneous reesonst 13%
("to improve my personality,” to
get a job eansily after graduavion,"
"peoause I wart to change my ooou-
pation," "to understend administra-
tion and politios of foreign coun=:
tries," "because of a fooling of ad-
venture," etos)

Those students are looking fcr oonorete payoffs. They are not
in the IPA because they have been urged or enoouraged to go there by
their superiors. They wish to improve their personal profiociency; they
want to get ahnad, Quite a few would iike to study abroad. And, in
general, these people see themselves as positively enjoying studying
and learning.

Interestingly, theso responses refleot & somevhat more intense
attainmente~orientation than the replies of suocessful former studonts

to tho same quostion. Almost 90% of the former students surveyed said

they oame to the IPA because they wanted to study and learn; and only
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70% said their objeots had inpluded the improvement of ohances for
advancomonts A moderate shift in puroeption appears to ooour as
persons move from student to sucoessful former student status. (Suo-
osssful meaning having comple ted the MPA degree and moved into, or
laterally wi thin, or upward in tho bureauoracy.) The moaningfulness
of the IPA to former students is perhaps mildly less as an instrument

of personal advancement than i+ is to ourrent students.

Studunt Evaluations

How do the students assess what they are getting? 60 percent
say that their IPA studies are "definitely" relevant to their job needs.
Another 17 perount indicate that they see their studies as "generally"
relevent. 3 peroent, however, see no utility, and the balance of the
students deoline to answer the question.

Students were asked to evaluate their individual oourses,
idontifying the best and worse ones. Fully 50 porosnt ranked their
oourse in "Prinociples of Public Adminlstration" as one of two best
oourses. Why? Bocause they saw it as inoreasing their personal know-
ledge and ability and as relevant to iheir work. Only a few said that
the course ‘vas relevant to the improvement of Thai administration.

Other highly ratvd courses included personnel administration,
end & oourse in research methods. More than 15 percent of the respondents
rated oourses in labor administration and finance administration as among
the vorst courses in the ourrioulum. They found these courses irrelevant,

unduly diffioult, or "too highly specialized,"
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Yot three-fourths of this student group judged the overall
ourrioulum to be "very good" while another 23 percent desoribed it
as "fairly good." In general, one finds a student body that is quite
willing to "go along" with the academioc program, but alzo inolined to
olaim to evaluate the contents of that program in terms of two of the
foonl elements of their own expeotations: "personal knowledge and
ability" and "relevance to work." To some degree the "experience base"
of the students seems to come into play in their evaluation of thelr
program. So do other faotors, inoluding & willingness to evaluate
the program as good, in general -~ prohbably because of generalized
assumptions about the utility of the overall effort. In short, over-
all ovaluations may well be rolaxed to overall aims end expeotations;
it is not necessary to assume that the "general" asseasment of the
quality of the IPA academio program amounts to the aggregation of a
set of single-course evaluations. (For instanne, the value imputed
to the overall asoademic program may be influenced by perceptions of
the henefit of associations emerging from being in the program.) Yet,
in part, the individual ocourses are evaluated in terms of some per=
ceptions of rolevance and prospective utility.

A favorable general bias appears to carry over into the evalua-
tion of IPA instructors. 70% of the students rated these as "good"
while another 20 percent admitted that the instruoctors are "fairly gocde"
Only one recpondent was willing to say that he oconsidered the instruoctors
to be poor,

At the same time, whon the evaluation shifts to spevifics, almost

10 perount of tho studonts felt that eomo of the instruotors at loast were
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too young and too inexperienosd; another 5§ perocent found the instruotors
too abstraot and theoretioal, and still 6§ percent more found the instruc-
tors both unduly inexperienced end theoretioal. (This pattern of evalua=-
tion generally parallels that of the former students who were asked the
same quastions.)

Granted that there is a generalized favorable bias toward the
eoademic program and the instructors, the orltical prospeotive of stu-
dents 1s not oompletely dominated by it. They are not entirely unwil-
ling to oriticize what they ses as functional limitations and inadequacies,

This propensity for oritical evaluation was nlearly revealed in
the final section of tho schedule which the students were asked to oom=
plete == a simple request for "any additional comments about the Institute
or its oourse offerings." 79 pcreent of the students acoepted this in-
vitation. The surprisingly high number 1s itself interestings Those
peoplo felt fres to comment; they trusted the statement that their com=
ments would bs treated in oonfidence. They felt, too, that they had some-
thing to say.

25 percent of the respondents ocommented on the instruotional pro-
cess and the instruotors, suggesting needs for improvement or noting
sensed inadequaoies. Half of these respondents oalled for closer rela-
tionships between professors and students, partioularly in the plenning
and supoervision of thesos, in the oonduct of seminars, and in dealing
with other student problems. About half of these responses ocontained
observations indicating a felt need for improvement in the quality of
instruotion. Thus it was said that newly returning instruotors from
some training bofore bteing placed in charge of classes. It was sald

that some instructors would benefit from additional expurienoce.
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Rolatud to thoso ocommonts are somo highly rolevant faots ahout
Lthe IPA. 1In 1055, for example, every individuul engagud in instruotion
also carried other responsibilities, for research, for in-service train-
ing, or for administration. 1In effeot, there simply were no full=tims
instruotors -- and only three professional members of the staff desig-
nated as pcrmanent instruotors. Not even these were fully free from e
multitude of competing chores snd able to give much attention to aocu~
domio werk.

Studenis engaged in writing == or planning to writo == the
thesis required for the degroe were in partiocular disadvantaged by
these ociroumstanoes; the faoulty time available for helping students
with theses wos almost non-existent. This job had to be squeezed in
whensver and however it might be.

17 peroent of the students suggested improvements in the ad-
ministration of the IPA. In detail these covered quite & bit of ground,
rangicg from & suggestion of aulonomy or separation from Thammasat Uni-
versity to freedom from politioal influence, ind the need for running
the Institute in suoh a fashion as to provide an example for the bureau=
oracy of good administration. Some of those partioular oritioisms were
reaotions to University rules end regulations, such as the payment of
fees for examinations. Othors were rather sensitive appreciations of
partioular oharaoteristios of the IPA, which they saw us an organization
responsible for preaching good administration, and therefore one that
should also be exumplary in its practice.

Another 17 percent of the total group made explicit and coherent

comments about needs for improvoment in the IPA library. In partioular,
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they felt disadvantaged by limitations in the number of resorve books
available for use. Many of these matsrials are in English; reading
them takes timo; quite a few students expressed the opinion that
additional copies of reserve materials should be had, and that the
rules regulating the amount of time the student can keep a reserve
item should be extendsd.

A wide variety of other soattered corments were made. About
7 poroent of the students suggested that more use be made of experts
as leoturers. An eqal number suggssted that the course offerings of
the Institute be expanded to inolude seminars in such fields as organi-
zation and maragement end courses in politios. Several respondents felt
the avademio services available from the IPA should be expanded -~ made
available to the publis, made available through courses during the rela-
tively long intersession period, enlarged to inolude the teaching of
English, and expanded to inoclude finanoial assistance for students,

Three ~- and only three == students proposed the establishmunt
of a management assoociation or assoociation of administrators, A few
people ocomplained about such features of tho IPA as “"female ingtructors,"
grading praotices, and olass workloads, but there were very few oritical
observations of this sort.

Rather, the dominant theme in all of these open-ended responges
was direoted to a olearly serious problem in the IPA academio pProgrom ==
the problem of available resources. The perspectives of the students
on this problem was essentially performance- and offeotivity-oriented,
and fooused on rather immeliate oconoerns. They saw a need for improving

the substantive charaoter of the enterprise in a fashion which would
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oontribute to the pursuit of the purpose of better doing the job-at-hand.

Only to a very small degree did they as u group evaluate the situation

in broader terms. They did not -~ save in seven peroent of their rosponses =~
artioulate any perceived need for expanding the substantive scope of the
academio program, to cover some topics in more breadth and depth, and

to deal with matters not fooally covered at all, such as politics. There
was, in short, little evidence of evaluetive premises being called into
play other than those manifesting the idea of "to better what is being
done =-- espocially as this affects our ability to funotion in the program."

This perspeotive, manifested voluntarily by a sizeable number of
students and reflected in a large number of explioit, specific statements,
is quite probably a sinoere refleotion of cognitive sets It reflects
1it*le of an inolination toward chanpge and innovationg it roouses rather
upon teshnical qualities of the immediate system == and it probably re-
floots the general posture of the students toward the bureauoracy, the
sooiety, and the world, granted of course that this is a substantial
extrapolation from the immediate evidence.

The students do appear to value the IPA as more than a formalistio
degroe conferrirg organization. They rogard it as an eduoational enter=
prise, and *+ho major defiocienoies they see are those which impede 1ts
ability to fulfill its immodiate substantive purpose. These students
are no innocent idoalists, merely seeking knowledge for its own sake;
they have conorete and even nedonistio objeotives in mind. They are
also "available" -~ willing to learn. But they are likewise quite willing
to lot the Institute define the academio terrain in which they will work.

Criticize dull or irrelevant ocourses =~ they will go that far; but not
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much farther. These, aftor all, are bureaucrats, not visionaries. And
the values they generally impute to the acadomio program are not inoon=-
sistent with bureaucratio roles or expectations. But in studying these
assessments one feels that the academic progrem has not stimulated the
partiolpants to look much beyond what it offers. They say they "1like
to study and learn," and they seem to mean they seek instrumentel akills

and knowledge.
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Former Students of the IPA

Introduction

One important sector of this study concerns the perceptions and
evaluations of persons who have been through all or part of the IPA
program, In Thailand it can be assumed with little or no question that
all or practically all former students are within the burcaucracy., In
broad terms, the IPA academic mrogram cannot be measured by the relative
or absolute degree of success of program participants in entering the
bureaucracy, Most of the IPA's students are already bureaucrats,
whether or not the non-bureaucrat students achieve the desired status
of a bureaucrat is not demonstrably or discernibly linked with their
participation in the IPA program, Bureaucratic accegs may be facilitated
by such participation-~through friendships, access to information about
openings, etc,--but it remains true that access to the burcaucracy is
essentially a function of factors other than participation in the IPAls
academic program,

Within the bureaucracy, however, differential status can in some
cases be achieved through the acquisition of an MPA degree from the IPA,

The Thai Civil Service Commissisn has Mevaluated™ IPA degrees for
salary purposes.# Thus a degreeholder can become eligible to receive the

same salary .o which he might be entitled if he held a master!s degree from

* By memorandum no, L775/2501 (1958), the Secretary-Qeneral of the
Thai Civil Sorvice Commisgien-reported that the Commissien had resolved
"that the holder of the /M.B.,AJ degree Jfrom the Institute/ can be instated
at the level not higher than the third cless official grade 2, aalary step
169 baht, with a monthly supplement nat more than 20 baht." In effect, the
MPA degree establishes eligibility for appointment to a posi’ion with & pay
level of 1,L0N baht per menth, It was further agreed that a graduate ™with
honars™ from the IPA (L.e., with an average grade of at least 85 percent)
are eligible for instatement at a salary level of not more than 1,600 baht.,
(One baht equals about five cents, U,S.)
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an American university.# Thus the IPA does potentially~--and often in
practice~-confer a substantial benefit upon those who have successfully
survived its academic program. The benefit consists of a salary increase
for those bureaucrats at the third-and second-class levels of the
bureaucracy whose pay does not already exceed the levels at which they
can claim increments for graduate study, But the greater conceivable
benefit--that of enhancing access to the bureaucracy itself-~is nct in
any systematic and substantial fashion a function of successful
participation in the IPA academic program.

Former students may have obtained monetary benefits in their
bureaucratic careers through participation in the IPA academlc program,

But given tae nature of the bureaucratic intake process and promotion
processes in Thalland there will be few, if any, cases in which individuals
will be prone to credit the IPA with more than a marginal contribution to
gtatus and remuneration, In short, the evaluation of the IPA by former
students 1s not likely to be conditioned by a vast feeling of otligationw-
particularly since most of the former studen:s were already bureaucrats

at the time they became students,

Between June, 1955, when the firust students entered the IPA and
December, 1765, 115 students received the MPA degree. As of December, 1965,
90 former students had passed the comprehensive examination required at the
completion of course work and prier to embarking on a dissertation., Another
194 students had enrclled and then dropped out of the IPA academic pregram

without taking the comprehensive examination, Of these, 30 had formally

# For a full discussion of the complexities of the Thal bureau-
cratic pay system and its "technical position" concept Aeos W, J, Siffin,
The Thal Bureaucracy: Institutional Change and Development, Honolulu:
East-West Centor Press, 1965, ppe 231-213..
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withdrawn, and the others oither failed to complete their course work
within the required five years following initial registration or failed to
continue to register as students after having enrolled for a least one
gemester,

The relationship between the IPA and its former students is
interesting and significant, Of 399 former students it was possible to
locate only 117 in December, 1965 and the following months, In a survey
conducted during the summer of 1965 1t had proved possible to reach only
L7 IPA graduates for direct Interviews. By an arduous search-and-
advertising process including the use of newspapers, the IPA journal,
the government radio, and word-ef-mouth communications, 77 of the 115
MPA graduates were located between December, 1965 and February, 1966,

The Institute had no current addresses for most of these people, and no
arrangements for kecping track of them,

0f 77 MPA degreeholders located in 1965=-1966, 30 were willing to
complete research schedules, Of the 90 IPA students who had passed the
comprehensive examination and were presumably at work upon the theses,
the addresses of only U8 were known, 23 of them completed research
schedules, The IPA obtained presumably current addresses for 6l drop~
outs, sent ihem a questionnaire, and received responges from l7-=-or
about 25 percent of the discovered members of the group, and only about
9 percent of the total population of dropouts,

The difficulty in locating former IPA students ig suggestive of
tl.e relationship between the group and the organization; it is unstructured
and unstressed, Some former students subscribe to the IPA Journal, but
there 1s no separate mailing 1list, nor any identifying symbol in the mailing

list which enables their identification, There 1is no alumni organization
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ot the kind typical of Western educational institutiona, In general, the
IPA ataff does not perceive of former students as significant supporters,
and the students see no need for any systematically structured continuing
relationship with the Institute,

On the other hand, it should be noted that various members of
particular classes of former students at the IPA do maintain personal
relationships established during the student period, and appear to value
these friendships as intrinsically meaningful and bureaucratically useful,
A few former students continue to make occasional use of the IPA library,
almost invariably in connection with work assignments., There simply is
no intense, conscious action-oriented bond between the former students
and the present organizatien, At one time or another in the past foreign
advisors suggested the possible value of an alumni association or "old
students association," but this idea was received with no enthusiasm,

In the Thai context it seemed inconceivalbe that such an arrangement would
be of any substantial benefit to the IPA, or for that matter be capable of
establishment at all,

At the same time it is undoubtedly true that the former students
are in a number of ways beneficial to the IPA, To the extent that they are
percelved as competent and attractive officials they reflect favorably on
the Institutes They also "spread the word,” and both by their posture and
their achievements reflect upon the IPA in the minds ef others, including
prospective students, If, for example, it is perceived by a number of
yeung of ficials that former IPA students do well in the competition for
overseas scholarships, credit riaturally adhercs to the IPA, If officlals
percelve that IPA graduates are favored and advanced within their departe

ments and ministries, coredit also redounds to the IPA,



153 -~

Thus in one sector of its environment--the sector comprised of
potential studant clientele and lower to middle ranking official g==former
studenta inevitably represent the IPA and furnish the basls for assessing
and evaluating it, Yet in the Thai cantext there are no substantial
perceived payaffs in this phenomenon, What has happened t¢ former students
18 not considered significant in its effect’upon the IPAts reseurce claim-
making, er in the maintenance of 1ts n~rmative posture., At least, former
atudenla are not considered to be potentially Museful" te the IPA in ways
that might cause the Institute to malntaln relations with them,

In the course of this study effortis were made to determine how
praducts of the IPAts academic program are received in the departments
and ministries of the Thal government., Efforts at systematic measurement
were abandoned, however, after these efforts made it clear that sub-
stantial quantities of reliable, meaningful data would not be forthcoming,
The general impression obtained from unstructured interviews, hewever,
was simply: "The IPA graduates are generally not as gosd as the mroducts
of overseas graduate study, particalarly in the United States."

In snme cases, of course, the respondents, themsclves holders of
foreign degress, had a vested interest in asserting the superierity eof
foreign degrzes, In mest instances, however, officials from the level of
Minister te the lower level of Director General and Deputy Director Oeneral
preferred to talk about individuals, rather than "products in general,”
And as a usual case their remarks centered upon references tn a fow
pramising younger persons, as examples of first-rate personnel, A few
of these had gone to the IPA, but more had studied abroad,

In gencral, it seems clear that at high levels in the bureaucracy

the IPA has not replaced foreign rofessienal study as a percelved source
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of high-~class personnel, nor is an IPA degree generally regarded as equsl
to a forelgn degree as evidence of prospective persunal superiority

within the bureaucracy,

Pogt-graduate Career Experience,

What happans to former IPA students? L7 former students were
asked varlous questions about their expectations of the IPA at the time
they enrolled, about the values they perceived in their IPA education
experience, and about their general assessment of the merit and utility
of the experience, The post~degree records of these students were alse
examined, The evidence indicates that one abiding expectatian of the
former students has been persanal advancement within the bureaucracy,
It further suggests that former students have moved upward within the
bureaucracy at a rate which 1s apparently not starkly inconsistent with
general expectations,

Carecr Expectations, Former students were asked why they had

decided to enroll at the IPA and given a series of response-~choices, For

L7 respondents here are the items chosen, with the frequency of choices

to study and learn 42
to improve my work ability 36
to improve my chances for advancement 33
to prepare to study abroad 23
to make important friends and contacts 21
to increase my salary 18
because my superior asked or advised me to 7 .

The respondents were given an opportunity to add supplemental
reasons, They might have said such things as "to help improve the quality of
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the government servioce," "to serve my ocountry better," "to become a
botter adminietrator,” or anything else they desired. Only 4 voluntary
rosponses were obtained. Two of these were essentially ™to better my-
gelf;" ono respondent was attracted by the novelty of the program; end
& fourth indicated that she enrolled because her friend had done so.

It is probably true that most of the former students do like to
study and learn, although this is a very diffuse "motive." Most of them
also expsoted some inoreases in personal competence, but again, "work
ability" is a broad phrase ocapable of more than one interprotation. Al-
most half of the former students smy they perceived of the academio program
a3 a means for establishing useful contaots. And more than a third indi-
oated that they had enrolled with the intention of increasing their
ealaries through the anquisition of a degree.

In a separate inquiry the same respondents were asked to state how
the IPA degree program had aotually helped ‘them in their oareers. 41 of
47 MPA and degree-holding respondents indioated that they felt the cegree
program had oontributed to getting a better job, a better salary, a pro=
motion, or some combination of these. In this question the respondent
was free to list as many benefits ag he wished, and 9 other oategories
of response ‘vero obtaineds 7 individuals attributed to the IPA program
the benefit of inoreased personal presfige. 4 mentioned inoreased know=
ledge and understunding. 3 referred to the program as benefioial prepara-
tion for study abroad. 2 individuals said it was valuable fcr its oontrie
bution to the development of analytical end problem-solving ability, 2
mentioned the emergence of inoreased self-confidence through sucoess in

the progrem. 2 also said they had established benefiecial contaots and
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friendships. 1 respondent said that he had improved his supervisory
ability through the progrem., amdl individual said that a major benefit
was the ability to innovate and establish new methods in his work,

In other words, while the former students reoponded effortlessly
to "olued" responses oonoerning their expeotations at the time of enrolle
ment, aocknowledging the broad desire to study and improvo themselves as
Intrinsioally valuable, when asked to state the actual benefits percoived,
this group responded almost entirely in terms of improvement in bureau-

oratin position.*

*Tho professional staff of the IPA was also asked why students ocame
to study, in an open-ended question allowing multiple responses, Twenty-
one respondunts gave the following replies:

To inorease salary or rank 19 responses

To inorease knowledge of 15 "
publioc administration

To aoquire the prestige of 11 "
& master's degree

To £i1l1 up idle time ("they 6 "
have nothing else to do")

To obtain soolal benefits - 3 "
friends, ocontaots

The peioeptiors of former students and of the IPA profeasionel staff
are not wholly congruent, but there is substantial agreement on ono things
the IPA academic program is substantially perceived us & vehicle of per-
sonal advanoement in the bureauoracy and the professional staff recognizes
this.
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In summary, 30 of the 46 respondents to this question did receive
significant promotions following their study at the IPA. Only 13 reoceived
no promotions during roughly the same variable period of time (ranging
from 1959 through 1966). Two others entered the bureauoraoy for the
first time and one remained a private person before and after acquiring
his dogroe.

Of the 13, howover, § moved laterally to vhat they considered
to be better positions (possibly positions with higher salary oceilings
wi thin a given grade~level of the bureaucracy)s Of the non-mobile group,
6 members consisted of individuals who, in 1965, were in thelr 40's, and
vho had beon for a relatively long porlod of years in the same genaral
assignment. These individuals appearsd to have "gotten stuck" in the
bureaucraoy bafore they ever entered the IPA, most of them at the seoond=
olass level.

What does this information suggest? While an IPA degres 1s no
eutomatio guarantee of advancement, there is nonetholess a substantaal
relationship botween poscassion of a degree and upward movement within
the bureaucracy for those partioular respondentse An importent perception
of the "meaningfulnese" of the IPA's academio program is not inoconsietent
wl th empirical referents. Certainly there is enough evidence of advanoe-
ment to sustain o peroception of the MPA degree from the IPA as & usoful
ingstrument for upward movement within the bureaucraoy. Thus, the IPA
has tended to fulfill the expeotations end desiros of 1ts moust suocessful
former student clionts. 41 former students said that they would be will-
ing to go through the program again; 2 said "probably," 1 failed to respond,

md only 3 said no.
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Former Student Evaluations of the IPA Academio Program

41 degree=holding former students agreed with a statement that
the IPA academio program was very different from their previous instruetion.
The 4 who disagreed had previously been exposed to foreign education (2 othors
did not respond).

What "main" differences were perceived? In a free-response, the
following differcnces were most frequently mentioned: emphagis upon "re-
search" (28 respondents); use of foreign lemguage materials and instruction
(18)3 use of the seminar technique (16); emphasis on porsonal development
and self-reliance (10); & heavy work load (9); stress on analysis and pro=
blem solving (7); and extensive availability of study materials and teaching
aids (4). The "research" aspeot of the IPA academio program, represented
by a course in "research methodology" and by the requirement in third-
semestor (and some other) oourses that the students write papers, olearly
made an impaot. Whether this impaot was oarried over in the form of an
orientatiun toward the use of empirical analysis in a bureaucratio setting
is another question, Noting, howsver, that only 7 of 41 respondonts men-
tionsd the emphasis upon analysis end problem~solving techniques. One is
inolined to wonder.

Students were asked to evaluate their oourses, indicating which
they most liked and legst 1iked. The most popular courses were personnel
administration, principles of public administration, the ocourse in research
methods, and tho course in organization and managemente None of the semi-
nars was rated highly, and 2 of them -~ labor adminisiration and sooisl
wolfare administration == were rated by more tran half of the rospondents

ags among tho poorsst oourses.
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The reasons behind the evaluations did not oome olear in the
survey. In a fow oases oourses were rated as poor because they were
"too specialized or difficult," or "not of any signifiocance," tut in
many instances individuals simply did not say. General statements oon-
oerning relevance were made in support af: favorable ratings of oourses.

The overall ocourse program was rated as very good by 21 respond~
ents, fairly pood by 24, and not very good by 2. About all this means
i1g that the formor students have a generalized favorable disposition
toward the academio progrem in whioh they were successful,

The instruotors were likewise rated favorably. Only 3 former
students oharaoterized them as generally poor. 28 respondents rated
them as general ly good, end § found them superior. The resi said the
instructors were "fairly good." Asked to make spooifio critiocisms, 8
respondents remarked that some of the instructors were too young or in-
experienced, and 4 indicated that they were "too theoretical,"

A final seotion of the schedule asked former students to owvuluate
"what you think the IPA has done for Thai publio administration." Open

responses wore sought, and they contained the following patterns:

le Gemsral injection of new knowledge and ideas 18
into the bureauoraoy

2. Produce botier officials for the bureaucraoy 10

Se Generate an interest in an awarenvsc of the 7

need for improving administration

4, Inorease tho rationality and efficionoy of 7
thoe buroaucraoy

6. Inorease oapability for problem analysis 7
and use of research

6. S8pread an interest in an awareness of the 7
noeed fcr improving administration through
in-service training
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7« Improve the attitudes and methods of 4
administrators
8, More, specifiocally, improve supervision 4

and the use of personnel
9. Improve ocoordination within the bureauoraocy 2
10, Contribute to natlonal development 1
1L, 1Inoreamse the sense of responsibility
within the bureaucracy to the publio 1

Five individuals alio volunteered the observation that the IPA's
potential contribution to Thai publioc administration is affeoted by a
lack of interest end appreciation at higher levels in the bureaucraocy
for the ideas and dootrine of the academic program. Less than one fowrth
of the respondents were willirg to artioculate the premise that the aoca-
demio program contributes to the bureaucracy by providing good or improved
offioials.

The tendenoy to see conorete specific benefits is impressively
limited. The poroepticn of & prospeotive inorease in publio responri-
bility is interesting in its substantial absenmce. To the extent that
this partioular non-response reflects a ocontinuation of a long-established
oomnitment to superiority of status for offioials and a lack of a sense
of "public service," the IPA aocademio program shows -= in these responses ~-

no impact upon a traditional value of central importance.

Summarx

What net impressionistio effeoct oan be derived from this reanging
colleotion of data? In the most general torms, the former students appear

to perceive of the IPA as an instrument of substantial signifioanoce for
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personal advancement, to be relatively saticfied as e group with the

extent to whioh their expectations have been fulfilled, and to see

the IPA, in a vague, genoral fashion more often than not, as benefioial
for the Thai bureaucracy. A limited number of volunteered responses
suggests & substantial feeling that change in the bureaucracy is not
likely to come direcotly through such vehiocles as the academio program
of the IPA, at least unless other things are done alsos namely, &
lack of intereat and appreciation in change at high levels in the
bureaucracy must be overcome. Some respondents also perceive of in-
gservice training as a means of helping meet this needs Perhaps one

oan oonolude that the former students ars not unaware of ohange and
improvement- they are not opposed to it; they see some oontributions

to 1t from experiences such as their own; but there is nothing grossly
at varisnce {rom established patterns in their perceptions and perspeoc-
tives. These suoccessful produots of the IPA academio program create
the impression of being self-interest oriented to a substantial degree.
They are not uneware of the need for ohunges and modifiocations in the
bureauvoraocy; but they do not see thanselves as important instruments

of chunge. Basioally, the IPA academioc program is a useful means of
their own advanocement within a bureauworatio syatem whioh is not inao-

oceptadble.
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The Value of the IPA To Students and Former Students

The extensive battery of items to whioh both students and former
students responded included an array of questions intended to elicit
attitudes towards the IPA, and through this some perceptions of the kind
of value placed upon the IPA by participants in its academic program.

The findings set forth in the above table include both some substantive
information on the manner in which the IPA is valued and some interesting
material ooncerning shifts in these values, presumably as students move
outside the Institute and back fully into the bureaucracy.

Again we find that the IPA is valued in part because of its per-
coived ocontribution to the personal capabilities of its partiocipants.
They profess to become sensitive to problem analysis and to assume oom=
petonoe in thie work. Report writing skill is also acknowledged as "one
important benefit." In view of the great importance of personal ocommuni-
ontions within the Thai bureauoracy, however, one wonders how important
this partiouler skill is really considered to be. The use of foreign
language materials, another tool skill, is professedly valued.

A sharp distinotion is drawn between the prestigeousness of the
IPA and the quality imputod to IPA education. A substantial portion of
the ourrent students have been relatively oritionl of various aspects of
the avademic program of the IPA., Thus it is probably sound to assume that
rejeotion of the statement that foreign eduontion is likely to be bettar
refleots a generalized identification with the IPA, and not necessarily
muoh more. This evident identifivation is weaker among the graduates,

and weakest among those who have dropped out of the IPA program.
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Aﬁ interesting evaluative shift takes place in relation to one
of the items on the above tables Former students percoive with a high
degree of coheranoce and intensity a value in the IPA academioc program
which is not so sharply perceived by ourrent students -- the value of
aeyuwintances.* In n broad sense this, too, is also a “personal utility
value," like others mentioned above. Both students and former students

are saying impliocitly that the IPA is valued because "it benefits us as

persons by inoreasing our ebility to perform and to advance in the bureau-

oraoy."

*Interestingly, a group of successful former students surveyed
in 1965 tended to minimize the making of oonneotions as a reason why
they came to study at the IPA. Yet, looking back, thoy tond to place
a substantial value upon this aspect of their IPA experionce.
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M.A. Theses in the IPA

The M.A., program of the Institute included from the outset a require-
ment that a thesis be submitted as part of the requirements for the degree.
Between 1957 and 1965 almost 100 theses had been completed. They are
interesting for a variety of reassons, and they are significant as in-
dicators of the kind of output being produced in the academic program.

In the aggregate, these documents should be suggestive evidence of
the content of the doctrine transmitted by the IPA to the most successful
of its academic clients. Answers to the question: '"What have they looked
at?" should tell us what they consider relevant and appropriate. Answers
to the question: "In what manner have they looked?" should indicate what
kinds of descriptive arxd amalytic.skills have been acquired in the academic
program (or at least possessed and used by successful participants in that
program),

Aduittedly, this examination of theses merely casts some light on
questions concerning doctrine transmitted. It can stimulate hypotheses
which can he examined in terms of the loose but relevant criterion of
plausibility.

By the end of 1964, eight-seven M.A. theses had been submitted to
the IPA and approved (almost an equal number of others were in some stage
of preparation at the time). Thirty-three of the completed theses were
written in English; the others were in Thai with English-language summaries.
All of these theses have been examined in accordance with a two-dimensional
classification plan; {.e., in terms of subject-matter and mathodology.
(For a description of the plan, see Methodological Appendix)

Here are the findings:
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Analysis of 87 M,A, Theses Written by IPA Students

1957-1965
Subjects of Study

Activities and programs of Thal government 42
Formal structures of Thali goverament 15
Bureaucratic processes of Thai government 14
Descriptions of Thai governmental policies and problems 7
Studies of aspects of the economy and of economic

development efforts 3
Analysis of a problem and a decision-making response

(Vietnamese refugees in Thailand) 1
NDescriptions and analysis of voting behavior in one

district in the December, 1957, election 1

Description of relations between Thal government and

Thai Buddhist religious institution 1
Administrative biography 1
"Basic Issues in Government Relaticnship to Private

Schools: An Opinion Survey of Selected Sample" 1
"Survey Study of Food, Health, Behavior and Belief of the

People in Cha Choengsao Province" 1

Metkod of Approach

Static description 65
Historical description 11
Deliberate use of some kind of explicit analytic

approach 7
Comparative description 4

Primary Types of Data Sources

Government documents and reports and/or unstructured
fnterviews, and reliance on personal knowledge

and experience 67
Secondary sourceg 13
Sample surveys or systematically planned questionnaire

surveys 4

"Looge analysis," involving the statement of a
problem, ordecring of selected evidence, and
derivation of impressionistic conclusions 3
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The M.A. theses of students in the IPA have generated a vast
amount of information--more than 12,000 pages of thesis material--
most of it descriptions of programe, activities, and units of organization
of Thai government. Nearly all of the studies have been based upon
laws, rules and regulations, official reports, and data collected
from personal experience, or from talking with governmental officials.
A few theses have been based largely upon library research, involving
the use of secondary sources, Four were comparative, involving
parallel descriptions of more or less similar activites. (One of
these was a comparative study of two sequential national mayors'
conferences in Thailand; the others compared Thai and Burmese social
security schemes, the administration of agricultural cooperatives in
the United States and Thailand, and TVA and plans and arrangements
for the developuent of the Chao Phya River.) Ten of the theses were
labelled "case studies"; actually, dozens of them are case-type
descriptions.

What do these data mean? What, if anything, do they say or
suggest concerning institutional qualities of the IPA? Do they offer
meaningful evidence of the doctrinal impact of the Institute upon a
major facet of its clientele?

First, it is clear that the most successful of the IFA students
have the ability to undertake bounded, focused descriptions of relatively
visible administrative phenomena. They can describe programs, activities,
units of organization, and bureaucratic processes, using a variety of
terms and concepts which have apparently been acquired during studies
at the IPA. By and large, their studies have been "practical" descriptions,
involving no high level of abstraction, and--impressionistically speaking=-

[y

no profound deviation from the relatively pragmatic perception of
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of immediate matters which appears to be a widespread trait among
Thai bureaucrats.

Second, the level of analysis in nearly all of these studies 1is
quite low. Using the admittedly imprecise, but not unfruitful distinction
between "description" and "analysis," one finds that all but a very
few of these studies fall in the former category. They answer the
question: "What is {t," rather than such questions as "why is it,"
or "How did it come about," or '"What implications does it have."

The methods used in these studies are generally simple and
gtraight-forward. They are loose, simple, and artietic, rather
than rigorous and sophisticated. Only saven of eighty-seven
theses--8 par cent--involved the conscious use of an explicit analytic
{ramework--either the systematic exploration of a question, or a
description at a fairly high level of abstraction (based on systematic
gampling techniques, for example).

In general, the methods used were aptly applied. There is consider-
able variation in the quality of these ptudies as well as in their
scope. A few of the best of them are probably as gcod as some Ph.D.
disgertations which have been accepted in the United States from foreign
students. None scems to be {ndefeasible.

In the aggregate, the theses are notable for their singular lack
of a problem-defintt1on-nnd-analysts orientation and for the absence of
relatively rigorous methods of description and analysis.

From this one might make a plausible case that the substance of
the doctrine transmitted to successful students in the IPA academic
program was one that enabled them to get a sharpened descriptive fix
on the cntities and elements of the Thai bureaucracy. That, in short,

the doctrine that came across included little of an analytic perspective
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or an objective problem finding-and-solving orientation of the kind
probably congruent with moderqization and not particularly consistent
with a bureaucratic tradition in which hierarchical status and the
authority linked with it are the legitimate bases for officially
articulating problems and specifying solutions.

This case can be buttressed by an examination of the IPA curriculum
and the pattern of resource allocation into the academic program. Only
in the last two years of the IPA's existence was there much evidence of
a relevant and reasonably effective course in "research methodology,"
although efforts to this end had been made throughout the IPA's history.
By 1965 a young man with an American M.A, in sociology and an appoint-
ment in the research division of the IPA was teaching the research
methodology course and attempting to inculcate in students a degree
of methodological competence. By this time, too, some teaching
materials had been developed and were being used in the course, although
no full solution to the problem of texts had been reached.

One might make ancther argument about this matter of doctrine and
its transmission: that it takes time--more time than had passed by
the end of 1964--to move from an essentis lly traditional perspective,
through a rclatively simple descriptive orientation, into a relatively
coherent analytical outlook.

There is, in fact, some thoroughly fragmentary evidence of such
movement. An examination ol the theses "in process" in 1965 (approximately
seventy of theam) suggests a higher proportion that ie analytically
oriented. A crude classification based only on titles and brief

statements of intontion, shows the following:
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Simple descriptive studies of narrow topice--
a decpartment or unit thereof, or a small-scale
activity 28
Simple descriptive studies of relatively broad
topics~--a program or a complex bureaucratic
proceas (of these, one deals with a non-Thai
topic, and two are comparative studies) 15
Historical studies 2
Systematic descriptions and analyses of
changes--such as changes in econonmic
patterns, major evolutions within the
bureaucracy, and gimilar 12

Efforts to state and analyze a problem
of governmental policy 11

Miscellaneous studies on non-governmental

topics 3

About 30 per cent of these projected studies might be considered
as "analytical,” compared with less than 10 per cent of the theses
completed by 1965. This implies an evolution or development in the
content of the doctrine transmitted within the academic program, in
spite of the inadequacies and limitations of that program. Interestingly,
too, this development--1f indeed that is what it wue--occurred in the
period when the academic program was almost entirely in Thai hands.

This effort to look for evidence of IPA doctrine in the theses
produced by the most successful of tae IPA's students is by no means
conclusive, but it is suggestive. That the IPA's academic program
has reflected an abidingly descriptive orientation secms clear enough.
That such an orientation is not highly dissonant with the value-orientation
of the IPA's environment can be assected. That some movemeat beyond
simple deacription was occurring in the last period of the IPA's

independent existence also seems evident,
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In - retrospect, it seems that it might have been poasible to
nurture and promote a problem-perception-and-analysis perspective from
the outset of the effort to create the IPA, This did not really
occur for a host of reacons, most of them capable of being classified
under three headings: leadership characteristics; perceptions of the
nature of the enterprise that was to be institutionalized in the Thai
context; and the inability to maintain a sustained long-term view of
the venture, given an unending hcst of immediate needs and problems to
be dealt with and the sequence of relatively "short-term" efforts to
establish the IPA,

It is impossible to explain the apparent "doctrinal shift" of
the last fcw years of the IPA'a autonomous existence. There was no
discernible shift in the characteristics of the students who came into
the IPA academic program. In some respects, the resources availahle for
the program actually declined, while the workload of the IPA staff
members engaged in the academic program rose (as a result of the naed
to supervise a growing number of thcses, the loss of staff members,
and the disappearance of American helpers).

On the other hand, a coherent leadership structure seems to have
been coming more and more into play within the IPA, a structure
committed to a "modernizing" aepproach in the academic program and able
to mobilize support for its posture. This development, discussed
elsewhere at some length, may be the key factor in explaining what
rppears to have happened to IPA doctrine, and may explain the apparent
development of a more analytic orientation within the IPA academic
program. Along with this, the efforts made from the late 1950's
to devise a meaningful and relevant course in research methodology may

help explain what occurred.
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It must be admitted, however, that this is a doubly-speculative
effort--a speculation about effects more apparent than demonstrable,
and a speculation about their probable causes. Other evidence
collected in systematic surveys does not sharply indicate the
emergence of a keen analytic outlook on the part of IPA students.

And the only evidence that supports our speculaticn about causation
{g drawn from extended interviews with members of the IPA staff
plus knowledge of the efferts to develop a course in research
methodology.

We can look back, however, end say with the assurance that
retrospect provides that some modifications in the IPA-building
strategy, hased upon a more acute knowledge of the normative features
of the IPA's burcaucratic context, might have resulted in a different
effective doctrine in the academic sphere than the simple descriptive
perspective which seems to be a major component of the doctrine

transmitted to the most successful of the IPA's students.
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Relations of Peroeptions and Attitudes to
Partioipation in the TPA Acadsmio Program = An Exploration

In the precoding section we have loaded very extensive intere
pretations upon a thoroughly limited data base. There might, in faot,
be signifiocant impaots of the IPA academio program upon those who pare
tioipate in it. Whatever the students and former studonts may bo like,
they may still be different from those who are not, and have not been
studonts. Also, in some sectors of cognition there may be differences
between past and present students which call for explanation. Thus,
at this point the question under oonsideration is:; what differences
in perception concerning the bureaucracy seem related to past or pre-
sent partioipation in the IPA academic program?

In examining this question it is neither necessary nor possible
to assume thut these chungos in perception are 4 doterminate funotion
of the impaoct of the IPA, Effeotive partiocipation in the IPA may itself
refleot oertain underlying faotors which explain attitudes toward the
bureauoracy.

In plain language, the participants in the IPA

(a) share in a cognitive set common to all oollege graduate
bureauorats end would-be bureauorats, a posture not wmuch cffectod by
partioipation in the IPA.

Alternately, (b) the partieipants in the IPA may be partioi-
pants beoauss they already possess a certain asognitive set, partioular
to only a sub-group of all bureauorats and would-be bureauorats, but
one whioch is not muoh modified by the experiences of the academio programs
In other words, some form of seleotivity may bo refleoted in the deolisiong

of porsons to partioipate effeotively in the IPA acedemio program.
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(o) But 1% is also possible that the IPA does shape and modifly

the cogaitive set of those who partioipate in its academio program,

to producs, for example, different peroeptions of bureaucratio oharace
toristios, of requisites for bureaucratio success, etc., than those
held by non-partivipants. Such changes, if identifiable, would amount
to signifioant normative shifts via the impact of the IPA avademio pro-
grom,

A separate examination elsewhere in this study of apparent
shifts in the cognitive-ovaluative set of participants in the academio
program indioates that attitudes end perceptions seem to ohange rela=
tively little during the course of study at the IPA. But to what extent
are theso attitudes and peroeptions signifioantly different from those
of the univeree out of whioh IPA partioipants are drawn? The ideal
line of inquiry would be oomparison with a sample identiocal with the
IPA otudente in all respects save one =- namoly, partioipation in the
aocudomio program. It proved impossible to oonstruct such a sample.
Therefore, two somewhat less satisfaotory approaches wero takenm:

(a) systomatic samples wore oconstruoted of senior students in five
faoulties of tho two major universities whioch are the largest sources
of oollega-pradunte buresuorats; and (b) an effort was made to study
the attiiudos and perceptions of former IPA students, inoluding the
“dropouts" whioh we might assume to be a group exposod to the organi=
gation but rejeoting it for some reason or another (or rejected by
it through inability to meot its performsnce requirements).
In this lino of enalysis sorlous problems have boon encountoreds
There 18 a substantial pap between the comparison groups of

senior level students and the typloal qualities of astudents at tho IPA,
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Thus, 876 peroent of the students in the comparison group fall into
the age range of 20-24 years. Slightly less than 30 percent of the
IPA students fall into this age braoket, most of them being between
the ages of 25 and 30, Most IPA students are males == only 10 peroont
of them at present being women. About three~fourths of the IPA students
are married, and only one student in the comparison group is married.
These faotors, comprising major differences betwsen tho IPA group and
the comparison group, are tound to be refleoted in perceptions and
attitudes. In addition, there is the essential faot that a large
portion of the IPA stu rnt group oconsists of bureaucrats, whereas

the comparison group is, for the most part, made up of students who
have not yet entered the labor foroe,

Granting all these limitations, howsver, a "comparative statio
analysis" may be worthwhile, if only to show what differences =- if
any -~ must be aoccounted for. If the cognitive set of IPA students is
(a) quite ocoherent -~ as it is, and (b) signifioantly at variance from
that found running generally through the universe out of which the IPA
students came, then modification ooours in the oognitive set of perhaps
many perasont, inoluding those reoruited, after dsparture from oollege
but before partioipation in the IPA program.

1t is possible that suoh ohanges in attitudes and peroeptions
are not homogonoous., In othar words, the bureauoratio attitudes and
porooptions may be changed for some persons but not othors during the
interval betweon oompletion of undergraduate ocolleginte atudies and
entrance into the IPA. And suoh modifications may be refleoted in

solootivity in ths recruitment proocess.
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If thore is any merit in this assumption, then it is at least
possible that IPA dropouts are not only different ==~ in their attitudes
and peroaptions -- than IPA students and successful graduates; they
may resemble the college senior group more than they resemble the IPA
studenta.

Of ocurse, this line of speoulation is quite presumptuous. In
fant, an examination of IPA moademio records indioates that, as a group,
the dropouts who oompleted at least one semester tend to be marginal and
sub-marginal etudents. Their grade performence is often quite low. Yet
the explanation of this faot is not self-evidents Poor grade performance
may be a funotion of motivation as well as ocapacity, and -~ as a group =e
the dropouts were drawn from the same general baokgrounds as those who
have suoceeded in the IPA program.

The broad line of inquiry here is not irrelevant to institution=-
building auslysis, but it does raise more questions than it oan answor.
Certainly thore 1s no reason why an institution cannot manifest its valuge
orientation through a seleotive appeal to elements in its environment
that are favorably disposed toward its dootrine as they poroeive it.

In suoch ocaso, an offect of partioipation in the Institute should be to
reinforce end refine the predispositions of the partinipants, and to
build sowe kinds of support for the organization and what it stands for.
Alternately, ths Instituto may merely cast wide its net, and influence
the attitudes and perceptions of all or part of its partioipants, And
there might be some discoverable relationship between the baokgrounds

of partioipants and their tendenocies to aocept or rejeot the Institute's
precopts, A full anaiysis of those asoumptions has not boen possible,

but information has been obtained. Let us turn to its axamination.
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Through parallel schedules certain information was obtained

from a student comparison group, IPA students, successful graduates,
IPA studonts who have suoccessfully completod course work but not

yot oompleted the thosis requirement, end IPA dropouts. The data
oonsisted of almost fifty attitude items capable of being grouped
wmder the following headings: (1) evaluations of normativo attributos
of the bureaucraoy; (2) perceptions of requisites of bureauoratio
succeas; (3) perceptions of the benefits and disadvantagea of bureau-

oratioc positions; and (4) porceptions of bureaucratic ohangoe



(table, evaluations of some normative attributes of the bureaucracy, continued)
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IPA Student Former IPA Students
Students Comparison Group** Grads Non-Thesis Drop-outs
Attitude Items Score* Rank Score* Rank Score* Rank Score* Rank  Score® Rank

1. Without the support and help

of vowerful friends it is

ifficult to reach a high rank

irc the bureasucracy (to become

e first-gride officizl, for

examnle). .54 7 46 7 .34 6 .65 5-6 .53 6

»*

1oy -

" The figure here indicates a degree of grcup coherence of response, or degree of acceptance or agreement.
4 maxisum scers would be 1.0 or -1.0 4 score of O would indicate the absence of any coherent pattern of
Tespons: and a dispersion cf individual answers among the three admitted categories of response: agree,
contt lzow, and disagree. The table itsalf shows, in descending rank order of concurrence, the responses
o7 ir4 svudents and then compares these with both the intensity and rank order of response for the other
groups covered,

L 23
Stadent Corparison Group:

» sample of 217 senior students was comstructed using the random sample table contained in H. M. Blelock's
Social Statisties (McHraw Hill, New York, 1960, op. 427-440). Tre population was defined as five senior
studmts &t five faculties, economics, political science, and liberal arts at Thammasat University and
political scicace and science at Chulalongkorn University. The actusl sample varies to some extent from
“he ideal. It cozmtains 159 students drawn from the five departments largely as a result of ths inability to
get access to the entire designed sample in the economics feculty at Thammasat Universiiy. The sample
itself emounted to 22.2% of the total pcpulation of senior students in the five faculties
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There ia a rather impressive homogeneity in the ad: ve-noted
peroeptions of normative attributes of the Thal bureauoracy. In
general, the intensity of ooherence of the oomparison group response
is a bit lowor than that of the IPA students and former students., But
the difference in ooherence is surprisingly small, considering the faot
that the oomparison group members have had no direot experience in the
bureauoraoy.

The major differencs between the oognitive set of the ocompari-
son groups and that of the studonts and graduates seems to be sharpen-
ing rather than a shifting of perspectives,

Some of the speocifie variations in poroeptions are impossible
to explain. For instanuse, both the students and graduates perceive
"too muoh émphaeis" upon rules end ragulations. But these porceptions
differ from those of both the ocomparison group and the other former
students who have been in oontaot with the IFA aocademic program.

Between tho IPA students and the IPA graduates there is a rrther
impressive similarity of response pattern. The IPA graduntes, however,
are much less intense in their agreemcnt with the statoment that "there
is often too much emphasig upon ‘personel deoision making,'" and the
intensity of agroement with a statement about the importance of powerful
friends to suncess is lowest among the graduates. Perhaps they take
their assooiations for granted, or are more aware that the valus of
conneotions crn be overstated.

All the groups tend to agrooe thnt_ggzh competence and support
are impostant to advancement, and seem to poroelve, also, that competonce

1s & requisite of upward movement to the first olass of the buronuscraoy.
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All the groups perocoive the eignifioance of status and of
status barriers to communioations within the Thai bureaucracy.

There 1s perhaps more consistent foous in the array of evalua=~
tions made by the graduate students than by any other groups The
graduates oritiolze undue emphasis upon rules and regulations wth
more intensity than the other respondent groups; but the graduates
aloo oritloize undus emphasis upon personal deoision mking to a lesuser
extent than any other group save the small, socattered oolleotion of
dropoutss As there is a possible inoonsistenoy betweon these two
oharaoteristics -~ following the rules versus personal deoision making ==
one might argue that emphasis upon one should be linked with minimization
of the other oriticism. This is more true in the ocase of the graduates

than any other groups
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IPA STUDENT FORMER IPA -STUGENTS
STUDENTS COMPARISON GROUPS** GRADS - . NON-THESIS DRCP-OUTS

Attitude Item Score* _Rank Score*  Bank Scorek Rank Score* Rapk Score* Rapk

. In the Thai bureaucracy friends
ad associates enable you to get
¢tion: thrcugh"ioformal orpanization.” .98 1 .52 3-4 .89 1 .92 1 .82 2-3

+ In the Thai bureaucracy friends
nd associates are important sources
f information about what is going on. .84 2 .64 1 .81 2 .88 2 .82 2-3

}. Pha ability to speak and read

nglish has become important to the

)erson who wants to reach a high

-ank in the Thai bureaucracy. .59 3 .61 2 .69 3 .58 5 .94 1

+. Without the support and help of

ycwerful friends, it is difficule

to reach a high rank in the bureau-

:racy(to become a first grade

»fficial, for example.). .54 4 .46 5 .34 5 .65 4 .53 5

5. If a young man or woman has a

choice between studying at the IPA

snd studying for a master's degree

abroad, he would get one important

advantage by studying at the IPA: he

could make friendships which would be

useful in his career. .50 5 .52 3-4 .50 4 .85 3 .71 4

€. In ke Thai bureaucracy, it is

now necessary to have post-graduate

professional training in order to

reach a high rank. .12 6 .14 6 .17 6 .12 6 -.12 6

* Score: for explanation see previous table
*xStudent Comparison Croups: for explanation see previous table
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The pattern visible in the above table is quite similer to that

in the table that preceded ite In goneral, the inexperienced group
of oomparison students seem to share the same peroeptual orientations
as do the IPA students and graduates, but with a lower level of intensity.

A significant and suggostive ltom is found in this tables evi-
donoe of an impressively low valuation placed upon the importance of
post=graduate tralning as @& basis for advancement to the upper lovels
of the bureauoracy. Not even the most successful former IPA student
placed muoh emphasis upon the importance of graduate professional train-
ng as a basis for advancements

The IPA dropouts down-rate this item most of all, as one might
expeot. Porhaps they are also highly sensitized to the importance of
English as o requisito of advanoement, judging from their replies. It
is possible, too, that thece dropouts withdrew from the IPA because of
lenguago probiems; at any rate, they stress the importance of English
an a roquisite of success more than any other groups. Along with the
othars, however, they pay high homage to the importance of informal
assoclations as a moans of sdvanoement.

The general weight of ovidonoce contained in the above table
guggests a propensivy for viewing the IFA as an instrument of achieve=
ment because of its contribution to the development of fruitful assooia~

tions and perhaps inoreased English languago ocompoiences
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Perceptions of Benufits and Disadvantages of Bureaucratic Positions

Attitude Ttem - T .1

IPA
Students

Score* Rank

Student
Comparison Groups*¥

Score* Rank

Former IPA Students

Grads

Score* Rank

- Non-thesis
Score* Rank

Drop-outs
Score* Rank

BENEFTTS

1. Oue advantage of being an official
is this: in Thailand, most people
respect officials

2. One advantage of being an official
is the security of one's own position.
An official does not have to worry
about losing his position.

3. One advantage of being an official
is that the work is not as hard as in
Jobs ocutside tihe governmant.

4. One advantage of being an cfficial
is this: the work of officials--much

.62

of it--is for the benefit of the country.

In private businesas the purpose of the

work is usually the benefil of some
perscn or small group of persons.

5.0ne advantage of beimg an official

is this: in govermuent organizations
persons are treated more fairly and

considerately - than in most business
fires.

6. One advantage of teing an official
is this: officials in the second
grade and above have guod incowes when
one includes fringe benzafits as well
as salaries.

.57

.13

.26

-40

.54

-004

.21

.64

.36

.39

-73

.77

.38

.00

.59

.29

'53

.w



(table, Perceptions of Benefits and Disadvantages of Bureaucratic Positions coatinued)
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54 Students

Attitude Ttem . Score® Ranx

Student
Comprarison Groupsk*

Scorex Rank

Former IPA Students
Non-thesis

Score* Rank

Grads
Score* Rank

Drop-outs
Score* Rank

BENEFITS (continued)

7. One advantage of being a govern- .01 7
ment official is this: in government

service a man who ie able c¢»5 adveace.

In business personal cecunections are

more important.

8. One advantage 3£ being an official -.04 8
is this: officials above the lowest

grades bave opportuniti=s to go

abroad.

01 7

-.25 7

.27 5-6

"008

8

-oo 6’7

-.06 7

-.29 8

DISADVANTAGES

9. Few Toai Government officials can .75 1
live on tneir salaries. They must
have some additional income.

10. Omne disadvantage of being an .73 2
official is that a person's skills
and ability may not be used.

11. Cne disadvantage of being an . - .58 3
official is this: much of the work is

poorly organized, and it is often hard

to get the job dore.

12, One disadvantage of teing an .16 4
official is this: there are not - :

enough high ranking positicns so

some worthy cfficials cannot advance.

.77 1

.65 2

35 3

26 4

*Score: for explanation see first table in this ssction
**S tudent Comparison Groups for explanation see first table in this sactfion

.53 2

.66 1

.50 3

.19 4

.77

.73

.56

.31

41 3

.24 4

.39 1
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When it oomes to perceptions of the adventages of bureauoratio
positions, IPA students are more sanguine than any of tho other groups
oonoorning the amow™ of respeot which officials receive. This may be
related to the faot that a substantial portion of the IPA students
are line burcaucrats. Tc the extent that they have servod in such
organizations as the Ministry of Interior's Department of Looal Adminie=~
tration, dealing with the publio in authoritative relationships, they
may be & bit hyper-sensitired to this matter of respect.

Thero are some notuble difforences. in partioular attitudes
held by the different groups. Tho comparison group studente are mildly
in disagreement with the observation that persons are treated more
falrly and nonsiderately in the bureaucracy than in private business.
(Note, however, that tho dropouts also rejeot this item.) Unlike the
IPA students and former students, the comparison group members are not
neocessarily oormitted to bureaucratio careers, and they do not need to
rationalize conocerning the advantages of bureauoratio oareors.

On the other hand, the oomparison group is more sanguine than
any of the othor groups save the dropcuts concerning the inoome pros-
poots of bureaﬁcratio oareers -- and the dropouts may have oomparatively
low levels of inoome expectations The suocessful graduates, on the other
hand, tend 1o oooupy middle to upper level buresuoratic positions and
have no illusions about the remunerativeonessa of burcaucratioc oareoers.

It further appears that tho oompariaon group membors have not become
very sensitized Lo the appeal of seourlty as a bureauoratio advantage.

In the perception of posaible disadvantagne of bureauocratio

posts there is a very substantial oonourrence among tho IPA students, the
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oomparison groups, and the former IPA students. The graduates have no

illusions about the levels of remunoration, but they are slightly less
inolined to agree with tho idea that "few Thai government offioials can
1live on their salaries " than are any of the other respondent groups
exoept the dropouts.

Nons of the groups have strong illusions about the prospect that
their ekille and abilities will be used effectively in the bureaucraoy.
Perhaps this relantas to their assessment of the small importance of
graduate profossional training as a requisito of bureaucratio advancement.
Perhaps, too, this is a oritioal olue to understanding why IPA students
do not seem to domand ag muoh of the IPA aoadenio program as one might
oxpeots Thare is ocertainly no high congruenoe between the attitude
oxprossod hero and a strong desire for inoreased profeossional ocompetence.

VWihon it comes to considering prospeots for advancement the re=
cpondents appear to be impressively optimiastio -= all except the dropouts,
who may be a trifle inolined toward a "sour-grapes" outlook.

Giveon tha sanguine attitude toward advancement potentials one
notos in these arsossments of the bureauoraoy, along with a rather aoute
and ooharent porspeotivo oonoerning tho importance of personal assooia=
tions as well as perconal oompetence (probably using this last word in a
vory broad sensn) as requisites of success, ono gots anothor improssionistio
basis for perceiving the fashion in which the IPA is likely to be regarded
by its studont olientele. The IPA, it would arrear, is not likoly to be
valued for its doctrine so mioh as for other benefits perceived as being

conneoted with partioipation in its mocadomio program.
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IPA
Students

Attitude Item Scorekx Rank

Perceg&jons of Dureaucratice Change

Student
Comparison Groupsi*

Score* Rank

Grads

Former IPA Students

Score® Rank

Non-thesis

Score* Rank

Drop-outs
Score¥* Rank

1. WVomen hold many more irmportant .98 1
positions in the Civil Service today
than they did before the war.

2. Before the war, official salaries .91 2
were actually betzer than they are today,

taking into account the chang of the cost

of living.

3. Beforas the war, the highest status .90 3
an ordinary person could hope for was

to be a high-racking official. Today

there are many ways to gain high status

without baconing an official.

4. Before the war, cfficials were .86 4
treated with more respect than they
receive from the public today.

5. Today, government agencies pay .75 5
“ore attention to the needs of the

people than befcre the war.

€. Today the Civil Service is more .42 6
competert and productive than before

the war.

7. Today “he Civil Service foilows .36 7
the law and regulations more strictly
than before ‘he war.

8. Befere the war, persons were promo- .06 8
ted on the basis of their personal

status. Today promotions are based

on hew well officials do their work.

.98

.74

.89

.76

.74

.25

-001

1

4-5

.92

.97

.81

-69

.36

-.27

.03

2-3

.96

.92

.58

.77

.77

.30

.19

.08

1

3-4

1.00 1-2

1.00 1-2

.94 3

.71 5

.06 7



(table, Percepticns of Bureaucratic Change, vont inued)
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IPA Student Former IPA Students
Students Cocparison Groups¥k Grads Non-thesis Drop-outs
Actitude Tten Sceore*  pPapk Scnarg*x Rank Score®  Rank  Score* Rank  Score® Rank
9. Today the Civil Service is more -.05 9 -.31 9 -.11 8 .15 8 -.59 9

just and fair in dealing with the
public thaa before ihe war.

* Score: for explanation see first table in this section

#* Student Comparison Groups: for explanatioa see first table ir thi:- section
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The general impression sustained by the above data is ono of

great homogeneity. IPA students, formor students, and the ocolloge
senior group out of which the bureaucrats nre drawn have a strikingly
similar set of attitudes toward changes in the bureauoraoy.

The dropouts are more emphatio than any other groups in sooing
& deoline in the logality and justioe of the oivil servioce. All groups
make a sharp distinction between the poroeption of nn inorease in the
substantive servioe orientstion of government programs and tho absenoce
of any signifioant inorease in the fairnoss or Justioo of the methods
used by government agenoies. (Porhaps the prooesses are, as bofore,
aocsptably fair and just.)

From the perspective of our analytio concorn, the main point
here is simply this: 1t is impossible to perceive eny signifiocant re-
lationship Letween partioipation in the IPA aocademio program and a shift
in perceptions of Thai bureaucratio change. GStudents and formor students
(exoepting the dropouts) may bo somewhut less oritical of the bureauoraocy's
Justioce and fairness, or laok thercof, than are the oomparison group.
Students and formur studonts may be a bit more oonvinoced of the inoreased
oompotensce and productivity of the post-war bureausraoy than are the ocom=-
parison group students, but not much,

Tho IPA studonts ore appurently a bit more optimistio in their
expeotations of unspooified future bursauoratio changes than either the
comparison group or the most suocesaful former IIA ctudents. But not
even the students aro willing to expross a astrong and acheront oconviotion
that burocauocratio agencies will change oubstentiully within the noext §

yoars. They do belicve mors inteusely and coherontly than the nther
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groups in the prospact of a shift in ths ocareer expeotations of an in-

oreased numbor of young poople, I-om goverrment career objectives to
orreersoutsido the buroaucruoy. To a muoh lesser extent, the students
perooive the pranpect of deolire in offinial prestige, a logloal ocon-
oommi tant of tho previously monticned perocaption.

Tho above data do not oast any clear light on perceptive or
attitudinal difforencos which seem olearly linked with partioipation
in the academio progrum of the IFA.

Thin of ocourso is not to say that the IPA has no normative
offeot upon tho students who come to it and go through its program.
In faot, othor soctors of thic study do contain evidence of some shifts
in tho ocgnitive-ovaluantive sot of IPA students. But here stability is
muoh mors evident than shift.

In tho ocnse of the oxeoutives with whom the IPA works it might
be expeotod that an offective relationship would necessarily involve a
oubstantial apponl to establisiaed attitudes and poroeptions. The same
stratoglo roquisite for a meaningful relatiomship with graduate students
doos not avom necevssary. Parhaps it can svon be regarded as appropriate,
Short-run vxooutive dovelopment progrems have limited ohjeotives. An
aondemic program spanning two years of intornotion between the students and
faoulty, intendedly at the graduate level, might be assumed to hsve among
its ohjeoctives both the devolopment of inoreased tvohnical compotence and
shifto in perooptions and nititudes. $o far as the latter of “hese ob=
Jeotivos inv oonnernod, the vieight of tho ovidenoce is relatively olears
Tho 1PA hus had a very small poroeivable impnot upon the cognitive~

evaluative sot of thouso of its academic olionts whom we have otudied.
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Ira Former IPA Students
Students Grade Non-thesis Drop-outs

Attitude Items Score¥* Rank Score* Rank Score* Rank Score®* Rank

1. One important benefit of studyingz .95 1 .89 2 1.00 1 .94 1-2
at the IPA is learning how to analyze
and sclve problems

2. Cne icportant benofit of studying .79 2 .86 3 .81  4-5 .82 3-4
at the I®A is the development of skill
in writicg reports.

3. If a yourg man or wcmaz has a choice .76 3 .66 S .81 &4-5 .82 3-4
between studying at the IPA znd study- '

ing for a masters degree abroad, it

would be batter to go abroad because

the fcreign degree will have more

prestige.

4. One icportant benefit of studying .73
at the IPA is learnirg how to make
gocd use of fereign language materials.

&

.83 4 .88 3 .94 1-2

5.Successfui study at the IPA increases .62 5 .04 6 <54 6 .53 6
a person’s chances of 8oing abroad for
further study.

6. One important benefit of studyiag .59 € .92 1 .92 2 .76 5
at the IPA is getting acquainted

with other students whc are officials

(or who will bacome officials)

7.1f a ycung man has s choize between -.10 7 .08 7 -.23 7 .24 7
studying 2t the IPA aad studying for

a caviars degree sbroad, {t would

be vetter to go abrcad because the

~eaiity of educaticn will be somewhat

batter,

*Score: The figure here indicates a degree of group coherence of response, or degree of acceptance or agreemeat. A
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*Score: (continued)
maximum socre would be 1.0 or -1.0. A score of 0 would indicate the absence of any coherent pattern of response
and a dispersion of individual answers among the three admitted categories of respouse: agree, don't know, and

disagree. The table itself shows, in descending rank order of concurrence, the responses of IPA students and
then cotpares these with both the intensity and rank order of response for the other groups covered.
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Conclugions

The IPA academic program is generally regarded as quite "meaningful"
by most student participants. The withdrawal or drop-out rate is relatively
low; the students are motivated to perform.

They are willing to ascribe certain values to the IPA program and its
degree "problem-solving ability," certain increases in skills, and the
making of friendshipe that will later be useful. Thelr loyalty is indicated
by a mild disagreement with a statement that the quality of foreign education
would he higher than that obtained in the IPA. But their conviction that
post-graduate education is important to buresucratic advancement is weak.

Whatever explanations might lie behind this last opinion, there is
no escaping this conclusion: the students do not perceive graduate educa-
tion of the kind offered the the IPA as a sure guarantee of bureaucratic
advancement. And, as other responses indicate, they do not see the IPA
degree has having a prestige value comparable to that of a foreign degree.

In short, the IPA academoc program is valued, but only in a relative
sort of way: it is not the absolute key to success; it is not totally
preferrable to certain perceived alternatives.

The program, with all of its limitations, does have some impact wpon
the perceptions of students. To some degree it makes them more congciously
awvare of the bureaucracy in which they are, or seek to become, involved.

The most successful students learn to describe various features of the
bureaucracy by reference to fairly general administrative concepts. In
general, too, the students develop certain new elements in their perspective
on the bureaucracy, or heightened vensitivities concerning certain bur-
eaucratic attributes. They become more critical, although they do not by

any means reject the bureaucracy as a source of desired career objectives.
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Interestingly, there is some evidence to suggest the emergence of
an increasingly analytical perspective on the part of the most successful
IPA students, in the later years of the Institute's operations--if an
apparent shift in thesis topics can be taken as meaningful,

In conclusion, it is impossible to make any radical assertions about
the doctrinal impact of the IPA academic program upon its clients. By
and large they do not differ strikingly from non-clients in their attitudes
and perceptions, to the extent that the evidence is indicative, They do
not emerge from the IPA program disenchanted, or imbued with reformistic
zeal. They see themselves as somewhat more able to function and thrive
in the bureaucratic milieu--somewhat more skilled, more perceptive, and
perhaps more critical. They are aware:p%-the prospects of change,:.and
probably inclined to accept and e¢ven favor the kinds of change they
perceive in the future, although they do not perceive themselves as major

vehicles of these changes.
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T-SERVICE TRAINING AND THE EXECUTIVE DEVELOPMENT PROGRAM

Over the years the training division of the IPA has run dozens of
programs for literally thcusards of pariicipants. It has trained people
in filing and records management, in "supervision," in office methods, in
reporting, and in various other fields of technical specialization. Much
of its work has been conducted in cooperation with various ministries and
departments, on the basis of a ready, often casual acceptance of proposals
from the IPA that a training program would be a useful thing, Yet one gets
the impression that there is not really any widely-held substantial cone
viction within the bureaucracy that such training is a vital requisite of
effective bureaucratic activity,

The cbsence of any extensive aestablishment of tralnirg as a discrete,
logitimate specialization within the bureaucracy is rather compelling eviw
dence in support for this contention, So are studies of apparent normative
characteristics of the bureaucracy iteelf, although thése are beyond the
gcope of our immediate concerns, It should be noted, however, that ‘raining
per se is hardly a novelty in the Thai bureaucracy~-~training of many kinds
was an instrinsic feature of the bureaucratic reforms of more than a half
a centwy ago, The substantial impetus to the growth or.higher educatian
in Thailand was, in fact, ingeparably linked with the needs of the bureau-
cracy for trained personnel. Thammasat University, the seat of the IPA,
was quickly established following the Revolution of 1932 in order to train
bureaucrats more suitable to the post-monarchic regime than the older royal-
ist institution, Chulalongkorn,

So, in a sense, reference to "the absence of any extensive estahlish-
ment of' training" 1s a statement much in need of qualification, And the

essence of the qualification is thiss there has not been within the post-war
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bureaucracy a widely-held conscious appreciation of "training" per se--of
"training" as a discrete functional specialization, germane because of its
systemic significance, and particularly its systemic relevance to an ablding
performance orientation. Rather, (a) that performance orientation is itself
rather obscurely blended with other goal-orientations within the tureaucracy,
and (b) "training" is "something we do-~more or less in an ad hoc fashion--
1f and when particular needs and problems arise."

It is against this background that the IPA training enturprise must
be understood, The initlal failures in the training program have been noted.
But in 1960 the IPA training strategy was shifted, The main thrust of the
program was now diracted at the bureaucratic executives, and over the next
five years the executive development training programs became the prime
activity of the training division, and, in the words of the IPA Associate
Dean, "our showcase window,"

This training facet is relevant for at least two reasens, First,
it involves a relationship with a sector of the IPA environment that should
be fraught with significance. The upper~level bureaucrats can affect the
IPA in many ways, GSecond, responses of these executives to their involve~
ment with the IPA, and to the content of the IPA doctrine set forth in the
training itself, ave prime indices of the "meaningfulness" of the erganiza.
tion in one sector of its envirenment, These are the reasons beohind the

follewing extensive analysis.
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In-service Training and the Institutional Qualities of the TPA:

The Executive Doevelopment Prozram

The development of in~service training competence was one of the
initial objectives of the IPA, and efforts in this field began as early
as 1956, when a training consultant joined the staff of American advisors
at the Institute.

Tha first round of efforts in this field were largely abortive. The
initial strategy aimed at building training into the Thai bureaucracy by
the creation of the position of Training Director, and thus creating a
series of reference points within the ministries and departments through
which the IPA could penetrate the bureaucracy with its in-service training
effort. A variety of logical and congrueunt activities were undertaken.

A Goverament Advisory Board for in-service training was created, with the
primo minister as chairman and the other members composed of undersecretaries
of ministers. This entity, formally set up in 1956 approved a plan estab-
lished in the IPA for training about 200 training directors. Trainees ware
nominated for this program, and beginning in 1956 85 of them wera trained~e
te return to their ministries and their regular positions. Only two became
full time training directors.

During the latter 1950's the in-service training programs of the IPA
continued,more or less on an ad hoc basis. Specific training programs were
run, a rangirg set of discussfons with high-ranking line administrators
tock place, and the rather diffuse work of laying a groundwork for a
focused training program went on, with leadership coming fror foreign
advisors,

In 1960, a new advisor arrived to take over responsibility for helping

develop in-gervice training as a facet of the IPA program. From 1960 the
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IPA concentrated on three lines of activity in the field of in-service
training:

(1) "To establish and conduct on a continuing basis Executive
Development Programs for all special-grade officials in the Thai government,"

(2) To flrmly establish and develop training officers in each
minietry.‘

(3) '"To develop the In-service Training staff into their proper rola
of ‘advisors' on training to the Thai government."

Along with these major targets, the Institute continued to conduct
a veriety of training programs, such as supervisory training and work
simplification, at the request of various departments and ministries,
training between three and four hundred participants per year in ten
to fifteen programs sponsored directly, and assisting ministries and
departments in the conduct of from thirty to fifty training programs per
year ia which as many as 2,000 to 4,000 persons participated annually.

Perhaps the most significant facet of the IPA training operatious
from 1960 has consisted of its executive development seminars. In
straight numerical terms these do not loom large in the statistical record of
IPA activity--fourteen seminars involving leas than 300 officials.

These officials, however, are members of the top-ranking stratum
of the bureaucracy.Their status and--in many cases--tkelr influence are
substantial, Thcee trainces are mecbers of the group
responsible for managing cthe entire bureaucrecy. Finally, thaese are the
persons who control the IPA accuss to lower levels of the bureaucracy in
the field of training (as well as, to some extent, in the recruitment of
students). If training officers are established as recognized and ugeful

components of the bureaucracy, this is likely to oceur on the basir of the
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acceptability of experience by top-ranking executives in IP4 seminars.

In short, not only is the meaningfulness and perceived utility of
training in broad general terms closely linked with the perceptions
of participants in the IPA's executive development program; but, more
generally, the meaningfulness cf the IPA to the bureaucracy, viewed
buth as a clientele group and as a scurce of support, 1s likely to be
significantly linked with the consequences of participation in the
IPA's executive development seminar,

The following sections of this study are an examination and
analysis of the IPA's executive development activities. The focus
is upon: (1) the "doctrine" or content of the programs as these have
been presented by the IPA, and (2) upon the perceptions of meaningfulness
and utility which have emerged among the participants in the progranm,
(3) The thiid perspective involved in the analysis concerns the
cognitive set of the participants themselves. The aims of this facet
of the study are (a) to seck to determine the content of the "poscure"
of the executives--their perceptions of themselves, of their relationship
with superiors, peers, and subordinates, and of their own problems;
(b) to seek to determine the nature of their expectations and desaires
as these are related to participation in IPA executive development
seminars; and (c) to learn how the executives evaluate their seminar
experiences. In a broad and basic sense, the object of inquiry is to
determlne two things: (1) the nature of the "meaningfulness" imputed
to the IPA by these key participants--including, as much as possible,
gome index of the intensity of their feelings; and (2) the manner in
which and extent to which this facet of the IP4 represents the

transmission of a doctrine which is innovative, and at variance with



bureaucratic noms.

1PA Doctrine in Execulive Develcpment

"The objectives of the Exccutive Development Seminars are:

(1) to provide practical opportunities to all special-
grade government officials to improve themselves on
their present job and to develop their potential for
the future.

(2) To increase coordination between varicua minisiries
through friendships established between government
officials from cach ministry.

(3) To create a desire among these government officials
to provide training for their subordinatus--resulting
in an Institute objeclive of the establishmant of
training offices in each ministry.

(4) To lay the groundwork for a continuous executive
development program by enconraging the formatioan
of alumnae groups to meet periodically to discuss
administration and personnel problems in Theiland."

("Summary of Progress," May 1955-Jaauary 1963, Bungkok: Institute of
Public Administration, p. 45.)
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The doctrine reflected in the executive development training
programs 13 manifest in the content of those programs. The seminar
scheme was designed on the basis of two kinda of factors: the
specialized competence and management development training perspectives
ivherent in the foreign advisors responsible for the development of
this activity, and specific premises generated through interviews
and discussions with top-ranking burecancrats, in the course of program
planning aimed at the ldentification of problems which might be the
object of the seminar enterprise. In short, the venture reflects
combinations of Western perspectives plus intended determination of
Thal needs.

In content, the executive seminars have generally follecwed the
pattern characteristic of Western efforts in this area. ¥or example,
these topics have been covered in a number of representative programe:
human relations, delegeations, executive planning, communications,
coordination, decision-making, and review of the manuagement process.
The techniques of presentation used have included lectures, the
discussion of "problem situations,' efforts at role-playing, and
lecture-discussion sessions. The programs have been legitimized
through participation of some of the highest ranking officials in
the kingdom. For example, the then-deputy prime minister, who later
became prime minister, served as a seminar leader on "government
policy and In-service training” at a 1961 training seminar. In
general, an aura of cabinet-level approval has been established,
along with the clear impression that thic type of activity is en
intrinsic aspect of management in bureaucracies of developed nations

such gs the United States.
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In their operation, the seminars have focused on two typees of
approach: transmission of premises of various kinds to the participants,
which then serve as a basis for discussions concerning meaning, relevance,
utility, etc., and "problem~analysis" where the focus is upon some
situation and the object of the exercise is to analyze, to prescribe
esolutions, and to evaluate the prescriptions.,

It is not possible to say with full accuracy or determinateness
what norms underlie these programs. But in a broad, general sense
it is c¢lear that the executive seminars are based on certain assumptions
concerning the nature of executive roles. It is premised that the
executive 18 an organizational leader, responsible for shaping and
asserting the direction of the enterprise--a type of sctivity which
involves problem-analysies and innovation. To some degree it is assumed
that the executive is a shaper of policy. And it is assumed that the
executive is an "energizer," responsible for organizational achlevement
and the motivation of participants. Finally, it is assumed that in all
these sectors of responsibility the executive i8 confronted with problems
toward which he functions as a solver or resolver. The model, in
short, is essentially a Western model, although the strategy built in
to the programs is not necessarily alien to the Thai milieu. (Note,
for example, the emphasis on associational objectives.) In this model,
there is a strong implicity underlying thematic assumption of
purposiveness and organizational effectiveness. The object of training
is enhanced competence through increased sensitivity of perception and
increased competence in the resolution of problems on the part of
people involved in making policy decisions.

Certainly one aspect of this executive development program is its
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strategic significance to the IPA. In the perception of the Inservice
Training Division,

"The executive development program has contributed more

to the progress of the Divisfon than any other single

program. It is the 'door-opemer' to top-level government

officials in the Institute's efforts to establish train-

ing programs in other departments and ministries." X

The establishment of training programs in the departments and
ministries has not proceeded along the lines aemvisioned in the
1950's. By 1965, there were a few "training directors" or other
officials scattered through the bureaucreecy with substantial
responsibilfties for directly conducting training activitiea. There
was aleo, however, a subatantial continuation of a variety of long-
established training-type activities, for the Thai bureaucracy
established a variety of efforts of this type in the course of its
reconstruction in the late 19th- early 20th Century. But explicitlw
performance-oriented tratning in various types of administrative
process activities were not a major or gsignificant feature of these
earlier ventures, most of them being directed toward programmatic and
technical competence. In plain language, office management, office
procedures, work simplification, “modern" supervision, and other
support-and productivity oriented training efforts were not a part of
the pre-IPA bLureaucracy.

Nor has any large-scale development of this kind occured, to this

point. Instead, the IPA itself became an important training center,

x Fourteenth Semi-Annual Report, January 1, 1962 to June 30, 1962,

Bangkok: Institute of Public Administration, p. 9.
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It has continued to "train the trainers;" but it has also acquired

major responsibilities for conducting, or participating in a wide
variety of training efforts. By 1963, for example, it had operated
eight work simplification training programs for 169 trainecs and was
continuing to engage in such work., It had run 65 supervisory training
courses for 2,567 supervisor-level officials, It was engaged in efforts
to encourage the long~-run transfer of training activities of this sort
to the bureaucracy.

The IPA had also conducted special training programs, in con-
junction with the Ministry of Interior, for non-offirial village and
commune lecaders., Sixteen 'programs’ reached 3,327 commune leaders by
1963, and another 25 programs were presented for 1,400 village headmen.
The general purpose of these programs was the orientation of these
rural leaders, as part of a program for strengthening and improving
relations between official government and the rural populace.

These programs reflected the high receptivity of the Ministry of
Interior, and in particular its Department of Interior (lately renamed
the Department of Local Administration) to training as a tool of
effectiveness. To some extent, in its other than executive develop-
nent activities, the IFA's Inservice Training Division had become an
important service center for this important civilian ministry, charged
as it is with broad responsibility for general domestic government,
The Ministry, and particulariy its Department of Local Administration,
also developed specialized training competence of its own, establishing
a Training Division headed by an experienced official who also holds
an MPA degree from Indiana University, and was regarded as one of the

outstanding participants sent abroad for training in connection with
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the establishment of the IPA.

As a vehicle for facilitating and nurturing these other training
activities, the executive development program has beyond a doubt,
been of great strategic significapce. Without this program the IPA's
training activities might be of small consequence, or they might not
exist at all. This, at any rate, is the perception of the top level
of the IPA staff, and it is impossible to disprove - : assumption,

But is the executive development program anything--or at least
much--more than a strategically significant entering wedge? One
essential question:A how well and to what extent does this executive
development training model appear to fit the Thai context? In the
minds of thu executive participants how is the training perceived?

Is it considered innovative? Does it transmit new norms? Does it
appear to produce some tendency toward shifts in executive self-
perception? Or does the training essentially--at least in the

immediate case--sustain and enhance the status quo?
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The IPA and Bureaucratic Executives

The bureaucratic executives occupy the upper reaches of the civil
service as provincial governors, directors and assistant directors of
departments, and ministerial undec~secretaries of state. There are also
a few bureau.chiefs and directors of divisions who occupy the special
class~~the top of five broad strata into which the bureaucracy is divided,

The significance of this group is complex. These officials are
among the important clientele of the IPA-~congsumers of its services
in service training. For a time, too, a major portion of the IPA student
body was recruited through nomiraticn by the maj¥r administrative officers
of individual departments and ministries., Although this is no longer true
in most cases, as most students apply for entrance of their own volition,
students must still in many cases obtain leave from their employing
agencies. Beyond this, in various and subtle fashions the attractiveness
of graduate study at the IPA is likely to be a function of the attitudes
of executives toward the IPA, If an IPA degree is an important means of
access to recognition and advancement then the IPA's ability to draw
students is enhanced,

Finally it is probably that the image and meaningfulness of the IPA'
in such places as the office of the prime minister and in the cabinet

is shaped 1in part by the perceptions and expressed opinions
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of executives (as they deal with their ministers, for example), Thus,
in a sense, the "meaning" of the IPA at the political level of the
government is 1nfluenced by the perceptions of executives, a
substantial number of whom have participated in IPA executive
devslopment progranms,

The full range of information on the cognigtive and evaluative
orientations of Thal executives toward the IPA is not available.
Substantial evidence indicates that a high percentage of all Thal
executives at the special grade level are familiar with the organization,
however, as approximately 330 of them have participated in training
programs run by the Institute between 1961 and the end of 1966. A
systematic survey of 156 of those executives has been made in the
course of this study. Questionnaires were sent to 287 executives who
had participated in two-week long executive development seminare
during the period February 6, 1961 to July 29, 1964. Within 60 days
replies were received from 113 (39.4%) of the group. In addition 43
participants in executive seminars conducted in 1965 and 1966 were
asked Lo complete the same schedule at the end of the two-week seminar
period. The total number of executives surveyed represents at least
twenty percent of the special class of the civil service, and at least
thirty percent of the civilian special class executives engaged in
civic administration. The group surveyed does not constitute a
probablility "sample," however, and it cannot be shown that the executive
group is clearly representative of the population from which it is drawn.
To the extent thet the data obtained are valid, however, they may be

more representative than statistical measures will allow us to claim;
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there is a surprising coherence in the pattern of responses obtained
toqquestions concerning executive attitudes and opinions. This
absence of any great variance in the attitudes and perceptions of

a major portion of the top grade of the bureaucracy at least implies

a coherence which may characterize all or most of the population.

Much of the survey instrument used was ostensibly concerned with
perceived benefits of the training program in which the executives had
participated, But the primary object in this study of executives
was not to determine differential normative impact of a brief training
experience, It would be presumptuoue to assume that a limited exposure
of this sort would produce an important and measurable "normative shift"
within members of an elite group of executives who can be assumed to have
come to the program with highly structured attitudes--attitudes sanctioned
and sustained by success in attaining the highest rank available in

the Thal bureaucracy.
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Chunges in information held by executivea could, of course, be
measured. So could gross attitudes--say an intense disapproval of
the IPA resulting from dissatisfaction with the training program.

But we canno* assume any broad, determinate, measurable modification
in the cognitive-evaluative set of executives as a result of two
weeks of training, short of such gross shifts.

Our assumptions are more elemental:

(1) The executive clientele of the IPA, which is roughly
ropresentative of the top-ranking bureaucratic executive group,
has more or less patterned attitudes and cognitions which can be
determined.

(2) Some of these pertain directly--and others indirectly--
to the meuningfulness of the IPA.

(a) Some attitudes and informations are directly linked to
participation in executive development training;

(b) others reflect expectations and propensities for response
to various kinds of doctrine which may be contained in IPA training
programs, or otherwise indicate “he kind of "meaning" which may be
imputed to the IPA by executives.

In short, we are not trying to determine the way in which the
IPA has (or has not) modified the cognitive and evaluative set of
executive participants in training programs. We are trying to do the
much less presumptuous~-but hardly irrelevant--job of determining the
kind of "meaningfulness" the IPA has in a sector of its environment

which has substantial functional significance to the organization.
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For this reason we have not sought to create a ncontrol group"
of executives not involved in IPA executive training. In any event,
construction of an appropriate ncontrol group" seemed practically

impossible, A8 well as less than essential, given our objective.

Characteristics of Executive Clientele

Practically all Thal bureaucratic executives at the special
grade are males; only three females participated in fourteen
executive seminars run by the IPA, 1961-1966. Most top-level public
executives are at least 45 years of age; two-thirds of our group fell
into the age range, 50-59 years. Only two were younger than 40, and
only seven were above the age of 59.

Birthplace. Thal executives come from rather varied backgrounds,
although in practically every case these are urban. Of 103 respondents
who indicated their place of birth, only 14 have come from villages
or small rural settlements. Only 22 were born in the Bangkok
metropolitan area, although another L6 ceme from the central basin
provinces, the Thal heartland which surrounds the capital. In short,
about two-thirds of the respondents are from the central region of
the country and have urban or metropolitan backgrounds.

Parental Occupation. 139 respendents indicated the occupation of
their fathera; 54 of these were civil servants and another 17 were
military officials--slightly over 50% of the executives, in other words,
come from families with bureaucratic occupational backgrounls. Only
10% come from agricultural fumilies. About one-third (48) of these
top-ranking officials are the offspring of fathers engaged in private

business activities. The general evidence suggests that these officlials
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come from strata of the Thal society which for a substantial period

of time has had access to urban amenities including advanced education,
yet this is not a completely inbred group of second or third generation
bureaucrats. Half of these officials come from non-bureavcratic

backgrounds.

Bureaucratic Connections. The 156 axecutives were asked whether

they had any relatives in high-ranking government positions. Only
39 answersd effirmatively, and in ten of these cases the relative
mentioned is the wife. Ten other officluls referred to brothers or
sisters as occupants of high-ranking government positions. In the
questionnalre the term "high ranking" was not defined with any
precision, the intention being to let the respondent use his own
Judgment in deciding what the term meant (in general nothing below
the lavel of first-class official would be likely to be considered
"high ranking.") The assumption has sometimes been made that Thai
officialdom is characterized by elaborate familial networks. What-
ever the pattern of connections may be among officials, there is not
much evidence here that these officials are parts of family cliques.
At least, three-fourths of the group do not assert that other members
of their families occupy high-ranking positions.

Education. The evidence, although it is not complete, suggests
that this group of officials is relatively well educated. Nlinety-five
reported on their pre-university education. Of them, 76--more than
three~fourths--were educated in public schools in the Bangkok
metropolitan area. Ten others studied in private schools. 106

completed undergraduate college-~level work, 94 of them at Thai
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institutions. Thirty-nine percent of those reporting on their
undergraduate college education have degrees from Thammasat University,
which was created following the Revolution of 1932 to serve in large
measures as a source of bureaucratic personnel; but an equal number
hold degrees from the nation's other major university, Chulalongkorn.
Fifteen of these top-ranking officiels are graduates of the military
academy (23 members of the group of 156 officials hold high positions
in the military or national police service).

Almost 50% of the college-educated group that reported on the
subjects studied in college majored in law. Approximately half of the
executive group--77 members--have engaged in post-graduate studies,

37 of them in Thai institutions, 31 in the United States, 5 in
England, and 3 elsewhere in Europe. Their graduate education scatters
across a wide range of fields, including MA level work in political
science and law, an well as study in various social science and
profcasional disciplines. In other words, the content of advanced
education for this group ranges, but: (a) the amount of it is
substantial, and (b) the proportion of these officials who have spent
somd time in study overseas is quite high--39 of 156, or exactly one
quarter of the ontire group.

These officials have also traveled widely; all but seven of them
indicated that they had traveled abroud at least once; 15% of the
group have made from 5 to 9 trips overseas, and 122 of them have made

at least 2 trips abroad.
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Homogeneity of the Group. Executive responses to a list of attitu-

dinal items was analyzed in an effort to learn as much as possible about

the homogeneity of the group. Some executives hed participated in previous
executive training programs; others had not. The extent to which participents
in past programs were favorably disposed toward their previous experiences
varied to some extent--some were "highly favorable" and others only
"generally favorable,"

The executives also varied according to region of birth, and--as
noted above--a few of them came from rural backgrounds which distinguished
them from most of the subjects of the survey. Finally, the executives
varied in age and length of governmental service. Some variances in the
pattern of attitudinal responses appeared related to the above-mentioned
categories into which the executive group could be divided, But the
striking thing, generally speaking, about this group of high ranking
officials is its homogeneity. The only variable which seemed related
to some significant differential patterns of opinion is years of govern-
ment service. To some extent there is variance among the attitude of

younger and older executives,
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Executive Positions Held. The range of specific positions held

by the executives who responded to this survey is substantial. 1In a
gross and admittedly impressionistic fashion it appears that the

"gample" represents substantially the full range of top-level

bureaucratic positions.

POSITIONS HELD BY EXECUTIVES RESPONDING

Title of present position Number of executives holding
such positions

Under-secretary of state 1l
Deputy under-secretary of state 7
Director genaral of department 18
Secratary general or deputy secretary

general 4
Director of a bureau 21
Director of a division 21
Provincial governor 18
Deputy director, bureau or department 3
Incpecting commissioner, ministry,

depurtment, or bureau 12
Divisional officer 3
Educational position 10
Judge or legal position 6
Military or police 23

Multipl.e Positiong. It has sometimes been noted that top-

ranking officialdom in the Thal bureaucracy is "spread thin." Some
individuals have been found to hold more than one important position
along with a variety of insulary assignments such as coumittee posts.
The executives were asked how many positions they occupy. Twenty-six

of them admitted to only one position; 14 claimed 2; 13 claimed 3 or 4;



- k14 .-

19 admitted to the occupancy of 5 or 6 governmental posts; and 7
gtated that they occupy more than 6. In other words, for the 79
respondents to this question all but 26~-or about two-thirds--hold
at least 2 governmental positiona simultaneously, and half of the
responding groups hold 3 or more positions. In addition, 29 members
of the group--nearly 20%--indicated that they hold non-governmental
or semi-governmental positions (i.e., positions in government corporations
and enterprises outisde the regular bureaucracy) .

Even if it is assumed that the non-respondents to this question
did not reply because they hold only one position, and therefore
that for the total "sample" the percentages just mentioned should be
roplaced, it appears that there is some basis for the assertion that
many top-ranking Thai public executives hold multiple posts.

Upward Mobility. 151 of the respondents reported the grede

of the position occupied prior to the rresent post. Of the group,

83 were previously in first-grade positions. They are, in other
words, occupying their first post at the top level of the bureaucracy.
Sixty-three, hovever, have previously hcid special grade positions.
Five report having moved to the special grude from a secord-grade
position; it is likely that these are educational ofricials promoted to
special class professorships following the achievement of a doctorate,

Type of Responsibilities. The aevidence indicates that most of

the persons in this group are enguged in line administration. Only
10 academicians and 6 judicial or legal officials are included.
In short, we have here u substantial collertion of the special class

executives responsible for the management of the burcaucracy of a
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quarter of a million people in a highly centralized governmental
system. A quarter of the nation's important provincial governors
are among them; so are at least 20% of the directors general of
departments in the various ministries. The upper levels of the
police and military are likewise well represented.

Fxecutive Orientation. What are these people like as executives?
Are they problem oriented? If so, what kinds of problems do they
see and what relationships appear to exist between these perceptions
and their executive development training? How do they see their
roles? Do the discernible characteristics of this group of executivos
suggest anything, or indicate anything about the relevance, the
utility, the meaningfulness of the Institute of Public Administratioﬂ,
an agency which seeks to serve and influence the group? Is there
evidence of desires or receptivities on the part of these executives
which might serve as a basis for a training strategy on the part of
the IPA, and how does, in fact, the IPA tralning strategy appear to
rolate to such receptivities? §inally, just how do these people feel
about their experience in the executive development program, to the '
extent that their statements can be taken as valid?

The respondents were asked to indicate their opinion corcerning
many specific statements. Twenty-oight of these dealt with executive
problens and needs. Twenty-one were ostensible requests for
indications of preference regarding the conduct of training programs
plus a series of items expressing opinions about possible benefits that
might be obtained from executive development programs. Five items

expressed opinions concerning the instruction and the content of the
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progrems in which the executives had participated.

The remaining items sought to explore opinions about the
expectations of executives concerning the programs. These last
items are capable of being related to the initial group of "problem"
statements, the hopeful object of this probe being to see whether any
discernible relationship could be found between the articulations of
executive probloms and the expectations of executives as participants

in training programs. What have we learned?

PROBLEMS OF EXBCUTIVES:
RELATIONS VITH SUPERIORS, EQUALS, AND SUBORDINATES

Problems Score Freguencies

Relations with superiors ‘ S'M NP _n

Getting my superiors to understand my

work and my problems. .86 32 70 53 145
Tinding out what my superiors

really think, .92 30 83 42 155
Gstting enough support from my superiors. .98 45 62 48 155

Getting my superiors to give me more
authority. .65 2] 54 78 155

Getting my superior to inform me

regularly about the work of our

organization so that I um appraised of

our ovorall goals and progress, .68 28 48 78 154

Legend

S-~-significant problem, receiving a score of 2
M----sometimes a problem, with a score of 1
NP--no problem, with a score of 0

n---number of responses



(b) Relations with officials of the same rank

(c)

'3"'7."

(table, problems of executives, coatinued)

Obtaining cooperation from the officials
of the same rank as mine.

Relations with subordinates

Closely supervising subordinates so
they will carry out specific orders
promptly and correctly.

Using rewards and punishments to
cause subordinates to have the proper
attitude toward the work.

Making sure the laws and
regulations are followed properly by
my subordinates.

Getting my subordinates to assume
responsibility for work.

Getting my subordinates to make
good decisions without always
asking me first.

Seeing that my subordinates have enough
1nformation so that they can use good
judgment when they act.

Getting good suggestions and recom-
mendatiors from my subordinates.

Gaining the respect and recognition
from my subordinates that my post
warrants.

Getting my subordinates to show more
enthusiasm and genuine interest in
accomplishing tho tasks assigned to

our department division.

Correcting the mistakes of subordinates.
Resolving conflict among subordinates.

Handling grievances from subordinates.

Score

1.07

.85

1.05
1.08

97

1.17
1.00
91

Freguencies

S M NP

n

A

26 76 53

36 94 25

1 41 62 53

37 59 60

92 40 54

51 67 38

38 76 42

36 54 64

33 27 95

60 62 33
L6 63 46
33 74 47
44, 57 53

155

155

156

156

156

154

155

155
155
154
154
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Relations with Superiors. At least two interesting items

emerge: these executives are not questing after more 'wthority;

half of them state specifically that getting superiors to delegate
more authority is not a problem, and only 23 of 155 respondents
congider this to be a serious problem. Similarly these executives
are not concerned about the inadequacy of the information they obtain
from their superiors; they do not need information from abcve about
what is going on. To some extent, however, they do have a problem
of getting their superiors to accept some kinds of information.

About 20% of the group feel that their superiors do not
understand their work and their problems. Nearly three-fourths of
the group feel that they have some problem--and in some cuses a
serious problem--in finding out what their superiors "really think."
The attitudes of superiors--rather than the adequacy of authority--
concern these executives, They feel that they have a problem in
maintaining appropriate and sufficient access to and rapport with
their superiors. This shows up in another response: nearly 30% of
these high ranking officiuls feel that a significant problem is
"getting enough support t'rom my superiors." This wus dosignated as a
significant problem twice us frequently as inadequate authority.

To a considerable extent the type of "support" which these
officials seek 1s not additional authority nor is it additional
information. What is it then? The evidence does not tell us, but
does suggest that a prime concern of these executives is with
personal acceptance by superiors rather than a concern over obtaining

the tools for action from superiors,
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Question: do these officials look toward executive development
programs as instruments for improving the efficacy of their
relationships with thelr superiors? The answer, to the extent that
evidence furnished later in this section affords an answer, is not
clearly affirmative. Rather much of the utility of the program seems
to be percelved as contributing to the effectiveness of lateral
cooperation, something which these exscutives tend to regard as a
moderate problem.

Relations with Subordinates. 'If exscutives are concorned-about
some generulized aspects of their relationships. with superiors, they
are also coacerned about aspects of their relationships with
subordinates, although the pattern of this concern is by no means
entirely clear. These executives do not have a widespread, abiding
confidence in thelr own subordinates. On one hand, one of their
important problems is "closely supervising subordinates" so they will
behave properly and not make mistakes, At the same time, they say that
they have problems getting subordinates to assume responsibility and
to make good decisions without prior consultation. The most serious
problem of all in the field of relations with subordinates is getting
the latter to show more enthusiasm and interest in the work. Only
about 20% of tho executives say thet this is not a problem.

Perhnps there is some inconsistency here: on one hand a felt
neosd for close supervision and on the other hand a feeling that
subordinates should show more enthusiasm and interest in the work.
But note, too, that one significant problem perceived by the exscutive

group is correcting the mistakes of subordinates. More than two-thirds
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also indicate gome lack of confidence in the competence of subordinates.
For nearly 30% of the group this is a significant problem. Yet it is
also a problem to get subordinates to make good decisions without
checking with the boss,

These problem perceptions seem more linked with a control
orientation than with a desire for a more effective set of inducements
of another variety. At any raté, the use of punishments and rewards,
and the provision of employees with information, are regarded as less
serious problems than the problem of closely supervising subordinates.

Getting suggestions from subordinates is not a problem, at
least not ¢ primary problem, perhaps because subordinates are not
regarded as a vital source of suggestions.

At the same time, these executives are "status secure" in their
relatlons with subordinates, They get respect and recognition. They
do not feel equally certaln that they get desired performance,

Given the coucerns manifested and the apparent problem perceptions
of executives, it would seem that this area of superior-subordinate
relations would offer a ripe guide to the content of executive
development training. Yet in a list of 15 benefits of exezutive
development training programs ranked by the executives themselves,
the perceived utility of the programs in imy>roving superior-
subordinate relationships was ranked ninth and tenth-~that is, the
two items dealing with the possible benefits were ranked ninth
and tenth.
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Executive Problems. The survey sought to probe other dimensions
of the exscutive function, as perceived by respondents, by asking
about problems. Information was sought about attitudes toward
“york" problems, toward problems of external relationships, and
toward problems of the executive as a leader and discussant in group

efforta. The results are shown in the followlng table:

PROBLEMS OF EXBECUTIVES

Attitude item N Score Froguancies
S M NP n

Finding better ways to check up
on work. 1.19 6l 63 31 155

Getting enough informnation so I
can make the best possible decisicns. 1.17 62 58 36 156

Getting enough support from other
organizations (such as other
departmenty, the civil sorvice

commission, ete.). 1.12 49 75 31 155
Discovering better ways to do the

work. 1.10 50 58 48 156
Planning the work so it will go

smoothly. 1.06 51 63 42 156
Discovering mistakes before it is

too late. 1.00 50 58 48 156
Maintaining good relations vith

the public. .12 42 28 85 155
Participating in group discussions

and meetings effactively. At 35 40 79 154
Legend

S---gignificant problem, receiving a score of 2
M-=~gometimes a problem, with a score of 1
NP--no problem, with a score of 0

n---number of responses
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(table, problems of executives, continued)

Attitude item Score Frequencies
S M N n

Leading group discussions; acting
a9 chairman of a committes. .58 20 50 84 154

Writing reports, .55 29 26 99 154

Writing reports is clearly the least consequential problem
perceived by these executives--probably because, in the first pluace,
the executives themselves do not write many reports, but rely upon
subordinates for this work, and because, in the second place,
significant communication at the upper level of the bureaucracy
appears to be handled orally to a very substantial extent.

Second only to report writing as a non-problem is relations with
the public. Many of these officials have 1little or no direct working
relation with sectors of the public.” They operate in a bureaucracy
which has only the smallest and most indirect dependence upon "public
support" for efforts to claim resources and mandates. They exist in a
setting which is abidingly hierarchical, and in which the public is
regarded as occupying a lower stratum in the hierarchy of society than
do officials--and thece officials hold positions near the top ol the
biererchy. Yet some of them, perhaps in police work or in other fields
vhere efforts ure made to mobilize public cooperation in particular

programs, are concerned about public relations.

¥ For a discussion of this tendency and for ger iral terms within the
Thal culture, see James N, Mosel in Pye, Communicutions in Political
Develooment, Princeton University Press, 1964.




Group leadership does not loom large as a percelived problem.
Those officials have no conscious difficulty in working as members of
groups or in leading groups. In this respect, their aplomb is
enviable; it is probably a function of their perception of status.

Decisions and Control. The problems lie elsewhere. They
invulve the sensed inadequacy of information|for decision-making.
Apparently some of this information concerns the way in which work
is proceeding, for "finding better ways to chéck up on work" is at
lcast as serious a problem in the minds of these executives as
"gotting enough information for decision-making." The two items
probably cuver the same general posture and suggest a subsiantial
concern with control.

Work planning and improvements in work methods are considered
to be somewhat less serious problems, although the responses to items
concerning these subjects are not sharply diffaerent. The information
obtained from this section of the survey gives an impression of
executives aware of the need for information for decision-making
purposes, equally aware of problems cf controlling what goes on in
their organization, and almost as much concerned with the way in
which work 1s organized. One cannot know, however, the extent to
which this concern with work orgarization and planning is ossentially
a concern with "checking up" and controlling. In any event, the
"decisional" orientation of these Thai managers need not ﬁe regarded
as similar to that manifested by Wostern executives; one would
expect that Thai decisional concerns are to a large degree concerns

with subordinutes and their actual or anticipated behavior.
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Lateral Relaticni. The Thai executives indicate that they
have substantial probléma in their external relations--in relations
that involve the mobilization of support from other organizations,
Nearly a third of the group rate this as a severe or significant
problem; ancther half of them admit to having at least moderate
difficulties in obtaining sufficient support. In thls emphatically
hierarchicael, "line-oriented" bureaucracy, the uppexr-level executives
soem secure in thelr sonse of powsr within their own organization,
considerably less secure in their generalized relationships with
superiors, status-secure in relations with subordinates, much lees
sanguine elout the performance propensities and competence of those
gutordinates, and engaged in less than satisfactory lateral
relationships with other bureaucratic units, The system in which they
exist 18 not designed to enhance and promote effective lateral inter-
organizational reiationships.

Perceived Utilitios of Executive Dovelopment Training. If there

is verity in the evidence that lateral external relations are a
problem, and if the IPA's executive development programs are perceived
by participants as having substantial utilities, the perceived
benefits of training should include contributions tc the resolution
of problems of lateral relationships. This assumption tends to be
btorne out.

148 of the 155 respondents agreed that "executive training
programs are best if there is a mixture of officials from different
ministries." 116 of them disagreed with the statement that such

programs "are best if all or most of the officials come from the



same ministry." The participants also believe that executive
development programs should include "only officials of one rank."

(111 agreed, 18 disagreed, and 26 "didn't know.") Yet 60 participants
did assert that "it would be good to include their important
subordinates" in executive development training programs, another

52 disagreeing with this statement.

In the Thei bureaucracy it is possible for an executive and
his important subordinates to occupy positions of the same general
rank, such as special grade; hence, there is nc full inconsistency
between these two responses, and the general evidence suggests that
tralning programs are valued in part as devices for facilitating
informal lateral relationships among executives of the same ronk
but not necessarily of the same organization. In fact, 116 of 154
rospondents disagreed with the statement that executive training
programs "are best if all or most of the officials come from tho 8ame
ministry." To a very substantial extent these participants do
perceive the utility of executive development programs with mixed
participation as a means of dealing with at least one of the problems
they sense.

The following table ranks in order of declining significance
the benefits of executive development training perceived by

participating executives.
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PERCEIVED BENEFITS OF EXECUTIVE DEVELOPMENT PROGRAMS
Benefits Scora Frequencies

Agres Don't Kuow_ Disagree No.

A good executive training
program encourages participants
to exchange ideas. +.99 152 1 0 153

One of the most important
benefits...is to toach officials
better ways to do their work. +.95 149 7 0 156

Enables an official to become

better acquainted with other

officials; then he cen sometimes

deal direclly with them instead

of following formal channels. +.94 149 2 A 155

Perhaps the most important

benefit of an executive

training program is the

friendships and good relations

it produces among officials. +.92 145 7 3 155

A major value...is to make

executives more aware of the

nature of problems of

administration. +.92 142 11 1 154

A major value...: 1t makes
the partiecipants discover new
ideas for themselvez, +.91 142 9 2 153

A chance to get rid of the

problems of being sn executive by

talking them over with others

is also an important benofit. +.90 141 14 1 156

Executive training saves time
because it teaches officlals to
work faster. +,87 138 14 3 155

Jiegend concerning scores:
A positive response was given a weight of +1; a "don't know" response
was given a welght of O; and a disugreeing respunse wus given a weight
of -1. Therefore, the range of possible scores is from +1 to -1,
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(table, perceived benefits of executive development program, continued)

Benefits

It helps an executive learn
how to muke better use of his
subordinates.

It causes better understanding
between subordinates and their
superiors,

One important effect of
exocutive training: it helps
an official advance his own
career,

1t enables busy executives to
cccape from their offices for

a few days to think and exchange
ldeas with other executives.

Executive training is
important to the political
development of Thailand; it
enables oxecutives to help
the government make better
policy decisions.

[t can help increase the
prestige of an official by
making him known to other
ofiicials.

Participating in an

executive training program can
increase the prestige of an
official; those who participate
gain respect in their ministries
and departments.

Score

+.85

+.75

+.74

+,72

+66

+.36

Agree Don't Know

138

124

121

117

116

10

72

Frequencies

Disagree No.

14

25

30

31

68

3 155
7 156
4 155
4 156
9 156
16 156

The responses to these statements show a rather consistently

high positive orientation. In general, the executives tend to agree

with the stateuents concerning the benefits one might find in executive

training programs of the kind in which they have been participating

under the auspices of the IPA.

(Of course, no effort was made to
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create a situation in which the "ideal® or median response vould
produce a score of zero for the collection of items--nor would there
have been any particular utility in such an effort.) At the same
time it is veassuring to note that there is a perceivable variance
within the pattern of response. The respondents did not merely go
through the schedule and check "agreu" for every item; therefore, it
seems logical to derive certain assumptions from the diffurentials
noted in the responses to the individual items in this table.

There was a considerable variation in the specificity of the
opinion statements: 4in some cases more than one factor was clearly
incorporated within a given item, making 1t impossible to determine
precisely whether one factor or another was the primary basis for the
elicited response. Within these limitations, however, the
evaluation of the executive developuent program does cast some
lignt on the meaningfulness of the experience,

Four of the five top-ranking items dealt specifically with
reiations and interaction among exscutives. This 1s clearly where a
subatantial benefit is perceived to lie. And this is interesting for
two reasons:

(1) In order to produce this type of benefit, an executive
development program does not have to rely upon a high level of
specialized professional input of any particular sort.

All that is necessary is a sufficient contentual justification
for holding the program, so that it may secrve as a vehicle

for its important perceived purpose,
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(2) This particular value perception does not readily

clasoify as either "traditional" or "modernizing."

1f modern be equated with performance-oriented,

then undoubtadly, there is something of a modernizing

posture in the perceptions of values noted by

part zipants, Yet the Thai bureaucracy has been

long characterized by its traditional reliance upon

personalism as a basis for action. "Training"

experiences which enhance and contribute to the

establishment and maintenance of effective personal

relationships may help sustain traditional modes--

particularly in the face of problems of mobilizing

support across organizational lines in a system which

has consistently grown larger and more complex than it

once was. All in all, this is a matter capable only

of speculative treatment.
Yet the utility and meaningfulness of IPA executive development efforts
does come clear. A substantial range of benefits is explicitly
perceived, and the ITA receives a relatively high positive "rating"
for its executive development training from those whe have
participated. Tt cannot be said that the most valued benefits of
that training is clearly linked with a wodernizing, anti-traditional
thrust. This, of course, is hardly a criticlsm. An institute of
public administration visibly and intensely dedicated to revolutionary
goals might not be able to mobilize a substantial amount of

participation on the part of high-ranking officials with massive
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commitments to the status quo.

The executives have also found some diffuse benefits from their
training venture. They are "more aware of the nature of problems of
administration." They cxchange ideas. They also perceive some
specific functional pay-offs--training helps an executive learn how
to make better use of his subordinates. And, to a statistically
significant lesser extent, executive training promotes better under-
standing between subordinates and superiors. To some degree, these
executives see themselves "making better use" of subordinates by
more effectively controlling and manipulating them--not by more
egalitariar relationships or by greater rapport.

More than two-thirds of the participating executives assert
that their training improves the quality of policy decisions. This
18, of course, impressive, although the precise significance of the
finding 1s by no means clear. More to the point perhaps is the facc.
that the decision-making benefit is perceived as lcss important than
other qualities mentioned above.

tn effort to probe perceptions of training benefits was made by
including items profesaing to identify personal benefite at threz
different levels of specificity. About seventy-five percent of the
group was willing to agree that executive development training helps
an official to advance his own career in general, Only abou. two-thirds
were willing to agree that executive training can enhance the prestige
of an cfficial "by making him known to other officials." But when the
question deals with a personal pay-off in the form of increased respect

within one's own ministry or department, the responses are much less
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hesitatingly affirmative. Sixty-eight of the 156 officials didn't know
whether this was a benefit, and 16 had the boldness to disagree with the
gtatement--the largest number of disagreements obtained in this group
of questions, The IPA is not seen as enhancing the prestige of
participants in their own territory.

In an admittedly impressionistic €aghion it would appear that
the IPA serves as a vehicle, enabling high-ranking officials to engage
in mutually beneficial activities. It does not "confer" anything upon
these executives. Their status and prestige are not greatly affected
by the participation; hence the IPA 13 not in the position of an
nallocator" when it comes to the status of executives. Yet it is not
a "resistant" organization. The participants find the IPA's service

worth their while,
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The Executive Role, Sclf perceived. The executives see themselves

as decision makers. 149 of the 155 of them agreed with this statement,
“"The part of an executive's job that is more important than any other
part is making decisions."

Decisions about what? Apparently, about "how to get more work
accomplished," and '"how to discover new and hetter ways to get the
work done." (Previous statement on executive expectations might well
£1t here.)

As noted earlier, the executives do not appear to have a "policy~
making' orientation. At least, as a group, they are much more
sensitized =5 the "work" perspective on their jobs than to a "policy-
making" perspective. While practically all of them agree that they
have major responsibility concerning the work; 40 of them either did
not know, or did not agree with, a statement that "executive development
training enables participants to help make better policy decisions."
This of course does not mean that executives are not engaged in making
policy., (116 respondents did, for that matter, agree that executive
development training should help them make better policy decisions);
it means only that there is a more abiding thematic self-perception of
executive reeponsibility for the work than a self-perzeption of
executive responaibility for the policy.

1f "the work" is so important, how do the executives feel about
their role as supervisors, ard what expectations do they have concerning
superior-subordinate relations {n which they are involved as superiors?

First, they agree strongly that 'the most important part of

supervising officiale is to divide the work fairly." 139 of 153



respondents agreed with this statement. The norms of “"falrness' may,
of course, be particular to the culture. The executives don't feel
that they must dominate their subordinates by demonstrating superior
competence and efficiency. Only 99 of 153 respondents agrzed that the
best way to control subordinates {8 to manifest superior proficiency.
In fact, the level of agreement with this statement seems extra-
ordinarily high for a bureaucratic system in which status tends to be
largely self-justifying.

The Thai bureaucracy is, of course, a complex system. with all
its "personalism" and emphasis upon status differentiation, tnere ie
still a stiung productivity theme within it. This orientation is
reflected by the fact that 118 of 156 executives agreed with the
following statement: "loyalty to the superior is not so important as
other qualities in a subordinate. §o long as the subordinate ie not
disloyal, it is more important that he be able to do the work." Only
13 of the executive respondents--less than 10 per cent-~explicitly
disagreed with this statement. Oun the other hand, 33 dlsagreed with
the statement that "loyalty to the superior is the most important quality
in a good subordinate," while 61 of 156 respondents agreed with this
statement. Another 62 executives, f£inding themselves pulled in more
than one direction as they sought to respond to this latter statement,
{ndicated that they didn't know if the statement is correct. Clearly
the expectation of personal loyalty is a powerful theme in the bureau-
cracy, although the exccutives recognize, many of them, that it is not
legitimate or admissible as a paramount theme. The ideal must be the

loyal cmployee who also can do what is expected of him.
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The "competency expectation" toward suberdinates is manifested
in the response made by executives to the following statement: “the
best kinds of subordinates are officials who can work well under any
kind of superior." 139 of 155 respondents agreed, and only 8 dis-
agreed with this statement., Whatever the agreement may mean, it
clearly indicates verbal acknowledgment of a norm other than personal
loyalty as the prime attribate of a desirable subordinate,

The executive development programs of the IPA include substantial
attention to the Western-derived subject of "human relations.," The
programs also incorporate discussiuns of "democratic supervision,"
These ideas have been brought into the program from a cultural context
in which egalitarianism is a significant norm and in which the
organizational roles of individuals are not the sole-~or necessarily
prime-~gources of their status, The Thai bureaucracy on the other
hand, is emphatically stratified, and the broadly viewed status of &
high ranking official is esgentlally, if not entirely, a function of
his bureaucratic position. Democratic supervision, with its emphasis
upon consultation and upon a respect for an appreciation of the laxge
gcope of the personality of subordinates, is in some way alien to the
Thai tradition, In this tradition, respect for individualg«~including
subordinates-~is real, but so are the rights of superior status and
authority. Wicth these ideas in mind, an effort has been madn to probe
for the possible normative impact of the content of a central element
of executive development training power to see how the Thai exccutives
"handle" the premises which have been fed to them. Here are some of

the results:



1.

2,

3.

b,

Attitudes Toward Democratic Supervieion

Attitude Items Score Agree Don't Dis~ Number
T Know apree
Democratic supervision is a good idea; +.75 120 33 3 156

it is the best kind of supervision.

There are many cases where democratic +e43 89 43 23 155
supervicion simply does net workee

because subordinates cannot understand

jt or do not believe in it,

Democratic supervision is a good idea; +.22 68 44 43 155
but it is quite inconsistent with Thai

tradition,

Democratic supervision may make a +,00 53 38 64 156
superior lool weak in the eyes of his

subordinates,

What mecaning may be inferred from this interasting distribution of
responses? First, although there is some clear resistence, the executives
evidence a tendency to feel they should agree with the broad, general idea
that democratic supervision is good--"the best kind of supervision.”

But they are also quite strongly inclined to agree with the statement
that substantially qualifies their position. Nearly 6O porcent of the
group believe that there ere many cases where this approach will rot
vork. More than 40 jercent of the group agree that dewocratic super-
vision is inconsistent with Thal traditions. Less than 30 percent assert
that democratic supervision is not inconsistent with these traditions,

In fact, more than a third of the group believe that there is danger in
this form of supervision--it may make a superior look weak.

Thus we havo un interesting set of circumstances: 77 percent of

the group are willing to come out in favor of democratic supervision as
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a good idea in general. But some of this 77 percent must be among the
33 percent of the group feeling that, in practice, there are real dangers
in democratic supervision. An even greater part of the "supporters in
principle" must* also be included in the 57 percent of the rnspondents
who believe that, in practice, there ares many cases when democratic
supervision does not work.

In conclusion it would seem that the impact of the substance of
the IPA's executive development training must include an element of
dissonance. It carries the respondents to the point whers they ara
willing to agree verbally with an espoused principle, but it also
leaves thcm at a point where they perceive confllct botween that
principle aad other established values. From here one may argue in either
of two ways: (a) that this constitutes "movement toward modernity;"
the minds of the executives are bteing opened up, and they are made
aware of nomms and styles, and this is a requisite for transcending that
which was previously unconsciously accepted; or (b) that there really
is no substantial behavioral impact of the principle espoused in this
facet of the training progrum, end that the generalized preachment is
rejected in the face of ablding institutional characteristins wl’.ch are
to some extent manifested in the pattern of responses shown ahove.

Acceptability of the IPA Exccutive Development Program. The pattern

which has been estahblished and followed for 14 programa over a period

of five years is, by und large, thoroughly acceptuble. Under that
pattern participants come together at some comfortable spot relatively
remote from Bangkok to work and talk and live together for approximately

two weeks. Nearly hulf of those executiv s would be willing to participate
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in such a program once a year (67 out of 154, compared with 54 who would
not desire to do so.) '

About a third of the participants, however, agreed with this state-
ment: "After a person has participated...there is no need to do it
ogain, except when some important knowledge can be given to the par-
ticipant by the trainer." The substantial majority find that the
benefits of the program do not lie in "important new knowledge." They
do not object to being taken away from thelr work (103 of 153 responded
disagreeing with the statement: "The preatest cost of an executive
training program is time. It takes the executive avay from his woik.")
An even greater number rejected the idea of holding the programs in
Bangikok "where officials can keep in touch with their offices." Only
25 persons favored such an arrangement. Even fewer favored the ldea
of holding training courses in late afternoon or waekend sessiors. And
while 114 of the 154 respondents agreed with the opinion that "each
dopartment or ministry should conduct its own executive training program,"
148 favcred the idea that "executive training programs are best if there
is a mixture of officials from different ministries."

All of these respcnces sustain the interpretation that a prime
benefit of the programs is associational,

Of course, these participants were willing to agree with a diffuse
statemont of this sort: "The chief responsibility of the trainers is
to glve us new and better information." Only 4 of 153 respondents dis-
agreed with this, while another 13 didn't know. There_is, however, some
banis for assuming that the executives are not irresietably impressed

by the content of the training program. Many were willing to agree
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with a statement that was at least implicitly critical of the tralners
--a statement that "the trainers do not always understand the way the
civil gervice works." Fifty respondents agreed with this statement;
60 didn't know, and 45 of 155 disegreed. There was no clear con-
cutrence with the premise that the truiners are highly knowledgeable
conceining the civil service system and the way it works.

This is not to be taken as unmitigated critlcism. The evidence
does not tell us anything of the expectations of the executives
concerning the needs of the trainers to have such knowledie in order
to perform their jobs well. Yet if the object of the program is to
enhance executive effectiveness in a particular bureaucracy, it 1s
plausible to assume that the trainer ought not to demonstrate a
substantial lack ot knowledge of how the system works. In the eyes
of the executive development program participants, however, they
have rather clearly done so.

This perception that the trainers have a 1limited understanding
of the bureaucracy is congruent with a perception expressed by members
of the IPA staff--a general feeling that the staff is somewhat lacking
in bureaucratic experience, and that this lack constitutes a weaukness
or limitation when it comes to conducting executive development

training.

Executive Perceptions of Training Needs and Utilities
Percoptions of the bureaucracy: Exocutives were asked to

evaluate the following statement: "... customary ways _[in tho
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bureaucracy/ are souwetimes inefficiant.! 118 of 155 agreed with this
statement, although 17 did not agree and 20 did not know. On a scale
in which the highest agreement would be measured by a score of 1.00,
the oxecutives scored .55. Thay wers exposed to another item: "The
work of the civil service is changing and new ideas are needed." Here
the level of agreement wae lower; 100 of the 154 participants egrzed;
32 didn't know, and 22 disagreed. The score for their responses was
.51,

Exacutive Expectations. What did the executives "want" or hope
to get from participation in executive dev-looment training? They
were invited to respond to a sories of items, each clued by such
language as "an important thing I want to learn is," or "the chief
purpose of executive training should be.! Using a scoring arrangement:
under which 100 percent affirmative response to an item would prnduce
a scoro of plus 1.00 and a complete rejection of a statement, a score

of minus 1.00, the following responses were obtained: ¥

x Responsea were scored in the following manner:
1. Each respondent was permitted a choice from among three responses:
npgree," "Don't Know," and "Disagree." These responses were given
nunerical values. Thus:

Disagree Don't Kaow Agree
(-1) (0) (+1)

Given a set of distributed reeponses, the group's "aggregate" response
to an item can be specified numerically. Thus: Disaygree: 20; Don't

Know: 15; Agree: 30.

Score= {_J(f d) +(f dn)+ a)/
N
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The chief purpose should be "to increwse efficiency by showing
officials how to gzt more wofk accomplished." Score: ,96,X 150 of
156 responded affirmatively.

147 agreed that they wanted to learn "how to discover new und
better ways to get work done." The score for this item: .94.

An important result of a successful executive training program
"will be less waste end delay in the work of departments and
ministries." Score: .93. 145 of 156 respondens agreed--and none
disagreed--with this statement. (Eleven "didn't know.")

143 of the group felt that they wanted to learn "how to reduce
mistakes in the wuy the work is done."” Only five respundants
rejected this statement, and the item obtained a score of .88.

Next in rank was an expressed desire to "learn...how to analyze
my problems as an executive." 1.1 respondents averred that this
was an important object of the exercise for them, and only seven
disagreed with the statement, Score for the item: .86,

Next in rank was an expressed desire to "learn...how to get

ulong with officials of the same rank as mine." 140 of 156 respondents

#Scorem ¥ L(.1.20) +€()(5)-15) +(1.3007
+10
65
= 4,15
Each score manifesting group attitude is a composite of three factors,
in which all three possible responses are weighted by the frequecy of

their occurrence.
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agreed with the statement, and 7 disagreed. Score for the item: .85.

To a markedly leasser extent, the executives "want to learn...
how to be as effective as possible in relations with my superiora."

130 said they had this objective, and only 6 disagreed with this item.
Score: .79.

112 respondants agreed that “an important thing I want to leamn...
is how to control my subordinates." Twenty-two respondents, however,
disagreed with this statement, which received a score of .58.

It is rather interesting to note the dominance of a productivity
orlentation in these responses. Increased officiency, better ways to
do work, way3 to cut down on waste and delay--these are the averred
benelits ranked highest in the asserted expectatiorns of executives who
have participated in the programs. They want to know how to analyze
their problems, but these problems appear to be articulated in terms
that could be characterized by the label "achievement" or "productivity®
oriented.

Yet better productivity dces not necessarily mean the
"productivity-rational" organization of work. It does not mean learning
how to control subordinates according to the response elicited to a
statement concerning this. More important than the cuntrol of
cubordinates 1s learning how to improve relations with superiors, at
least according to these particular responees.

In short, the meaningfulness or significance of these responses
is quite difficult to assess. Elsewhere the purticipants have indicated
that the benefits they perceive from participation in the programs is

the improvement of associations with their peer group, and these are
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evidently regarded as important to "success" in vhatever terms this may
be defined by the respondents. Perhaps the participants want to learn
"how to be a better executive" in a sense of how better to perform the
roles they vinualize themselves ag occupying--but without linking this
vision in any sharp, comprehensive fashion to their functions as
supervisors needing to better control tubordinates, or as managers
needing to know how to more effectively orgunize complex processes.
They are willing to verbalize against the "bad things," and they have
expectations regarding the improvement of their lateral -elations and
relations with superiors. 140 of the group hope to improve lateral
relations; only 130 have &n equal concern with umward relations; and
only 112 are willing to express a percelved need for how to better
control subordinates. Perhaps an assertion of need here would be

tantumount to an admission of the inadequacies of superior status.

An Assessment of Institutionalization in this Sector

Speculation about the significance of these findings seems in
order here: The evidence Suggests that an accommodation has been
achieved in an important sector of the IPA yrogram, between the content
(and doctrine) of that program and the normative-cognitive set of the
customers or participants,

Interestingly, this hes not been the consequence of a fully
deliberate strategy. Rather, the impetus to the effort grew out of
more or less stipulated assumptions concerning germaneness aud utility--
assumptions transferred over from a Western context--plus what might be
called, somewhat loosely but suggestively, an "entreprensuriul posture"

on the part of those in the IPA responsible for the development of the
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training enterprise, including its execntive development sector.

The accommodation consisted of the establishment of a viable
process, or a merchandisable product--one which is not conceived in
the IPA as inconsistent with doctrine and broad goals; and one which is
perceived by the customers as meuningful and useful, although not
necessarily in terms of the substantive norms or doctrine presumably
held by the IPA Inservice Training Division management and the top-
level of the IPA.

This accommodation evolved some time after the IPA was established;
executive development training did not begin to flourish until about 1961.
The key to its initiation was the impetus provided by foreign advisors
who sought to come to terms with the training situation in a way
different from their predecessors. But the ground had been prepared.
There was a latent basis for response to the impetus. A training
division existed; a series of activities had more or less established
a precedent and a diffuse acceptance; the legitimacy of the activity did
not have to be usserted.

(The fuct that the imoetus came so much from the foreign side
is undoubtedly related to the fact that the participant training
facet of the effort to create the IPA included no deliberate, systematic
offort to establish a core group of training speclalists. In fact, the
only Thai sent overseas in connection with tha dovelopment or the IPA
who wrote a dissertation in the field of management development serves
a8 director of research, and has no substantial involvement in training

activities or oxecutive development.)
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VI
CONCLUSIONS

"e.einstitution building has been defined as; The planning,

structuring and guidance of new or reconstituted organizations

vhich (a) embody changes in values, functions, physical and/or

gocial technologies, (b) establish, foster and protect new

normative relationship end action patterns, and (c) attain

support and complementarity in the environment,"

An organization "..,,is an 'institution' insofar as it

reaches into the environment, setting performance standards

and process patterns which are guidelines for other organiza-

tions in the society," #

Was an "institution" created in the course of the efforts to establish
the Institute of Public Adninistration at Thammasat University, in Bangkok,
Thailand? If so, what sort of institution? What can be said about the
strategy of institution-building in this case, and about the problems of
institution-building that were encountered? Was the strategy sound? Were
the problems met? And are there any utterly tentative generalizations that

might be derived from this decade-long effort at institutional development?

The Basic Conclusion

Between 1955 and 1965 the Institute of Public Administration did be-
come established--"established" in the sense that it was a going concern,
with a program, a staff, a set of clients, an acceptable identity, and a

stable supply of resources sufficient to enable it to continue.

* "Inter-University Research Program in Institution-Building," Graduate
8chool of Public and International Affairs, University of Pittseburgh,
n.d. ’ n.p.



- 245 .

It could and did induce & flow of contributions from those who participated
in its activities sufficient to keep it in existence. The IPA was "meaning-
ful” enough to its leaders, its staff, its students, its trainees, and others
in ita environment--meaningful enough to assure the likelihood of its con-
tinuation,

The absorption of the IPA into a new, bigger entity was evidence of
success rather than anything else--the successful effort to pregent the
IPA as the resource core for an expanded organization to engage in an en-
larged set of activities in Thailand.

The IPA represented a new departure in Thailand., The graduate program
in public administration was the first of its kind in the country, and the
stature of that program was officially recognized in a Civil Service Commis-
sion regulation setting the value of the IPA degree, for pay purposes, as
equal to that of & foreign degree.

The inservice training program was also a new departure--not in the
sense that training was a new activity in Thailand, for it was not. But
executive development training was new, as was the establishment of an "ad-
ministrative training center" for the Thai bureaucracy.

Finally, the effort to establish a service research unit concerned
with public administration wae new. After a variety of vicissitudes, the
unit was in fact brought into productive existence, and at the end of the
period covered by this study it was conducting some research studies and
disseminating the results,

8o, in short, one basic conclusion is indisputable: the decade-long
effort to establish an Institute of Public Administration at Thammasat Uni-

versity succeeded.
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The COmglicated Questions

To what extent was the IPA a new "institution," in the sense that the
term has been defined at the beginning of this chapter? To answer this
question we must briefly conaider for one final time the facts that have
emerged concerning the doctrine and program, the leadership, the resources,
and the internal structure of the organization.

We must also inquire into the institutional implications of the IPA's
relations with its environment-«~the enabling, functional, normative » and
other linkages by which the IPA has interacted with its setting, and pos-
8ibly had a normative effect upon that setting.

Even assuming that a sufficient supply of relevant and reliable data
have been obtained, there is a challenging problem involved in trying to
determine the institutional quality of a particular entity such as the IPA--
the problem of judgment. A real-life organization is a unique end particular
entity with a subtle and complex mixture of characteristics. Statements
about the essential characteristics of doctrine and leadership, for instance,
in such an organization are inevitably based upon an element of Judgnment,

With this caveat, then, let us proceed.

Doctrine

8o far as internal characteristics of the IPA are concerned, the central
question is simply this: what doctrine or doctrines were embodied in the
organization and its program? What values and goals were built into the IPA
and regarded as meaningful by the internal participants in the IPA?

The answer is by no means simple, for the doctrine of the IPA was

diffuse and complex and not clearly articulated,
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The asserted objectives of those who helped create the IPA cannot
be taken as the organization's doctrine. These were essentially visions
or anticipations, and we are interested in outcomes. The basic doctrinal
characteristice of the IPA as it finally developed, however, seem to have
included a mixture of logically disparate elements, or three distinguishable
postures toward the Thal bureaucracys:’ attack, adjust, accept, and explain.

The IPA's doctrine did include some elements of an attack upon charac-
teristics of the milieu toward which the organization's efforts were
directed--attack in the sense of advancing values and goals inconsistent
with normative characteristics of the bureaucracy. Other elements of
doctrine vere essentially "adjustive:" they did not advance normative
premises fundamentally inconsistent with bureaucratic orientations, but
rather sought the increased efficacy of performance, given the status quo.
And to some axtent the IPA's doctrine included elements of an unquestioning
acceptance of the status quo. This was reflected both in the IPA's modus
operandi and in some of the content of its program. Along with this one
finds a truly diffuss element of doctrine, essentially an assumption of
the value Hf developing awareness and understanding &s an intrinsic, self-
Justifying goal.

In the academic program, for example, one finds manifestations of a
belief in the utility of the conscious description of administrative pro-
cesses and organizations, to some exten% from perspectives which are not
prescriptive, but rather aimed merely at the development of awareness.
Thus, a variety of administrative concepts have been brought into play in
courses on the principles of public administration, personnel administration,

and orgenization and management. The objects--awareness and understanding,
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and the enlargement of the intellectual horizons of students--are quite
real. And, incidentally, some of these aims appear to have been relatively
well fulfilled.

Similar goals are found in the executive development program, and to
some extent perhaps in other training activities as well. Likewise, to the
extent that the research program functioned, it has appeared to be oriented
toward this sort of goal.

The academic program sought, however, to incorporate another type of
goal: to assert certain kinds of norms, goal-orientations, and operational
methods inconsistent with the Thai bureaucratic tradition. Thus, the 1deas
of rationality and functional specificity, efficiency, and certain other
norme such as "responsibility” in a different-from-the-~traditional-sense,
were advanced. Achievement criteria were put forth as "good."

These normative orientations, embedded in some of the courses offered
in the academic program, represented an attack on the system. Not a highly
visible, highly critical attack that would alienate students from either
the IPA or the bureaucracy, but non-the-less an attack perceived by some
members of the staff is likely to make the students more critical of the
bureaucracy. To some extent, the problem-definition-and-analysis-orientation
manifested in the IPA--in some elements of its academic progrem and in some
facets of its training activities--also amounted to a diffuse, implicit,
limited attack on the bureaucratic status quo.

Yet much of the effort of the IPA seemed to be directed toward the in-
creased efficacy of the existing system--toward accepting the system and
"trying to make it work betier." Certainly this was the main thrust of the

executive development prograir, many other training activities, and in part
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the academic program as well, Thus: individuals who are made more skilled
and perceptive in the academic program will contribute to the efficecy of
the bureaucracy.

Finally, along with all of this one finds a substantial acceptance of
much of the bureaucratic status quo., The norms of the environment were
also well-represented within the Institute--not only in the allocation of
resources, but in what might call the "residual doctrine” of the IPA.

To some extent, and to a substantial extent in the minds of some of its
internal participants, the Institute existed to exist--its was a self-
justifying existence, and thus in part ite purposes were not really to
attempt to manipulate or modify the normative elements of its environment.
This inevitably obscure feature of IPA doctrine is evident in the continuance
over the years of program elements whose meaningfulness in other terms was
practically nil.

Given this mixed bag of doctrine, can we say that the IPA was an
innovative inatitution, at least so far as its internal posture was
concerned?

The answer is "Yes--it only to scme extent." Whether the doctrinal
quality achieved in the IPA was sufficient to justify the effortas and re-
gsources that went into the creation of the organization is another quesation,
one that can only be answered by the individual judge.

Two important points remain to be made concerning the IPA's doctrine:

(1) The ability to innovate end evolve doctrine in a program of activi-
ties is probably the key indicator of the institutionalization of a doctrine.

(2) In the last analysis, doctrine cannot be viewed from a perspective

that takes account only of tue internal organization; the meaningfulness of
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doctrine depends upon the way in which an organization reaches into the
environment with it,

The evidence is by no means conclusive, but it suggests that the IPA
developed & very limited ability to shapé and adapt innovative doctrine
within its programs. Witness the large elements of obsolescence in the
academic program, plus the fact that innovations in inservice training appear
to have come from outsiders. On the other hand, note some tendency for
the IPA's students to move in the direction of analytical theses in the
period after the foreign academic advisors hed left, and recall the develop-
ments that occurred in the research methodology course. There was some
institutionalization of doctrine that transcended acceptance of the status
quo, although hardly an overvielming amount of it. In fact, the limited
extent of programmatic innovation within the IPA is rather convincing evidence
of the mixed quality of the organization's doctrine.

As for the transfer of doctrine into the IPA's environment--the evidence
is again mixed, as one might expect. One finds no signs of a radical trans-
formation occurring among the IPA students and former students, and no
evidence of changes in the managerial norms of the Thai bureaucracy. The
executive development program had at best a subtle, limited sensitizing effect
upon some of its participants. In part it was valued by participants for its
contribution to the traditional pattern of bureaucratic behavior. Certainly
resources vere not allocated to the IPA on the basis of perceptions that it
was producing substantial changes in the normative dimension of the Thai
bureaucracy.

The easiest conclusion to reach is this: that element of IPA doctrine

which asserted the velue of developing underatanding and awareness was accepted
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without challenge in the organization's environment. Adjustment-oriented
facets of doctrine were also accepted. They were seen as enhancing the
efficacy of the existing system--as through training progrems for administra-
tive technicians and the developuent of personal skills in the academic
program., But the IPA did not come to be valued highly and granted prestige
for these contributions.

In general, the IPA was accepted, rather than highly valued, by its
environment. Participation in its activities did not, for instance, confer
significant increments of status. The implications for the acceptance of
the IPA's doctrine should be clear: On one hand, the reception of the
organization's doctrine did not cause the organization to achieve a position
of influence and prestige; and on the other hand, the perceived status of the
organization and its limited ability to confer something of value upon
those who participated in its efforts tended to minimize or limit the
authoritativeness of its perceived doctrine.

The IPA operated in a setting where power, status, and even to scme
extent preferred personal identity are bureaucratic. The bureaucracy is
emphatically hierarchical, and "staff functions" in the Western sense of that
term are ultimately inconsistent with the prime norms governing authority,

As an academic organization, and one engaged in purveying certain kinds of
staff-type services to the bureaucracy, the IPA inevitably had a limited
ability to exercise substantial divect influence over its environment. In
considering the doctrinal impact of the Institute this fact must be considered,
for it helps explain two things: the limited direct impact of IPA doctrine,
and the inherent logic of a "'diffuse doctrinal strategy," in which the IPA

@id not, and could not assert a focused posture of attack upon bureaucratic



- 252 .

attributes. Granted that this posture was esgsentially unconscious and un-
premeditated--and even inconsistent with the thinking of some of the IPA's
founders--it is understandable.
It boils down to this: over a fairly substantial number of years,
an orgenization like the IPA might have & rather substantial, if indirect,
impact upon its environment, given a doctrine not fundamentally different
from what one found in the IPA, and given sufficient resources and leadership.
But not even ten years were enough to produce conditions of whi~h it
could be sald with much emphasis that the IPA "reaches into the environment,
setting performance standards and process patterns which are guidelines for

other orgenizations in the society.,"
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Leaderahig

The leadership problems of the IPA were never entirely resolved;
rather, they were swept away by the absorption of the IPA into a new
enterprise,

At the time of its establishment the IPA was coopted by its
environment, through the selection of an initial leader who was politice~
ally acceptable, possessed of suitable professional status, and able to
procure resources and to mobilize participation in the emexrging enterprise.
Later, another leadership structure developed within the IPA, The chief
members of this group were convinced of the tmportance of applying within
the IPA (and to some extent asserting as matters of doctrine) norms
inconsistent with established bureaucratic tradition,

In effect, when it was created, the environment penetrated the
Institute to a considerable extent. Relationships that might have been
conceived of as "linkages'-~i.s., transactions with the environment--
became internal relationships, and environmental norms were internalized
within the IPA. What might have been normative linkages became ingtead
features of the IPA's norm structure, and the IPA's doctrines were rather
pervasively affected as well, Yet the situation contained at least the
seeds of change. The inttial leadership helped bring into existence an
entity capable of asserting other norme, and conceivably of modifying the
IPA's doctrine as well,

The etory of leadership in the IPA is a vivid {llustration of a
central problem of building institutions. Effective leadership must relate
the organization to its environment in a way that will enable survival and
appropriate growth, It must procure and maintain mandates, get resources,

and allocate them within the anterprise in ways that will largely determine
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its nature, It must produce an effective adjustment between the needs
of the organization and the environmental norms and values that are re-
flected in such things as operating rules and regulations. Ultimately
the leadership must claim and establish the legitimacy of the organization.
The initial leadership of the IPA did these things, the organization
became a going concern., At a price, of course. That price was
essentially a doctrinal orientation 12ss than wholly compatible with
the intended aims of certain other parties to the institution-building
effort,

A number of interesting and relevant questions are raised by the
leadership experience of the IPA, In considering them, one must always
be aware of the acute difference between abstract questions and concrete
realities. In the case of the IPA there were probably no viable
alternstives to what did occur.

In principle. however, one can ask: 1in an institution-building
effort which includes an attempt to produce a leadership structure
committed to a certain sort of doctrinal posture, might it be prefer-
rable to defer the establishment of the organization involved until the
leadership structure has evolved, or might it be possible to provide for
a transitional leadership that would establish an organization and then
be supplanted by another set of leaders? (This, in effect, was done
many times in Thailand during the bureaucratic reconstruction of the
late 19th and early 20th centuries. Foreigners were brought in to
establish organizations, and to select and train their own successors.
We are, of course, no longer in the late 19th or early 20th centuries,
and it is quite doubtful whether the old Thai pattern of innovation

could be applied in many contemporary casas.)
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. The effects of the leadership structure upon the character of
the IPA as it developed were numerous. Resource allocations, discussed
at length in various sections of this study, were much affected by the
value orientation brought into play by the leadership. This in turn
affected the levels of competence within the organization, perceptions
of appropriate behavior, and assumptions about organizational purpose.

of conrse, a variety of other factors came into play in

determining resource allocations, including fortuity itself: the fall
in 1957 of the Phibul regime under which the IPA was begun, and the
unsettled character of the environment for more than a year following
this, made it practically impossible for the IPA to obtain certain
important allocations from its environment. In plain language,
participants were returning from ebroad, and there were no positions for
some of them.

Environmental norms also affected resource allocations within
the IPA. Witness: the inability to obtaein first grade classifications
for non-academic positions, and the consequent usurpation of academic
slots in order to provide appropriate rank for personnel. Whether under
different leadership a different pattern of resource allocation might
have been achieved 18 a matter about which one can only speculate.

One can only wonder, too, if different leadership would have
significantly altered the IPA's doctrinal content and the IPA's doctrinal
impact on its environment. It is quite possible; but this 1is only
speculation. It is fairly easy to envision an ideal situation. Given
the circumstances that reeslly did exist one can only surmise and note

that in the real wor)d with all of its relativism there is usually a

considerable gap between visions and ventures. One final point:
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protecting and maintaining an institutional leadership structure-~plus a
supporting cadre-= in a hostile environment may be more difficult than
establishing it in the first place.

Two factors seem to account for this, and both are rather obvious.
One is simply attrition. In en environment marked by expending oppor-
tunities people may be lured from the organization faster than they can
be replaced. This can break down the leadership structure and the whole
cadre of committed personnel, for that matter. The second factor is
subversion, or the gradual erosion of commitment to a doctrine which is
inconsistent with important norms and values of the immediate environment.

In the Thai case two lines of attack appeared to help meet
the latter threat. One was partial insulation of the core staff from
the corrosive influence of the environment by an effective requirement
that they occupy substantially "full-time" positions. The other was to
periodically remove them from the Thai setting for reindoctrination and
"normative reinforcement,” through sabbatical-type arrangements. This
was part of a general objective of keeping the professional staff, and
particularly the leadership, imbued with a sense of professionalism in
wiiich the intended doctrinal values are embedded.

Yet, in the Thai case the problems of attrition and subversion
were never fully resolved. Some attrition--the loss of extensively and
expensively trained participants--resulted from administrative fallure
to have positions waiting for them when they returned from abroad. In
other instances the indoctrination effort simply did not succeed, and
trainees were lost for this reason. In still other instances commitments

appear to have eroded, and staff members left the Institute for better

posts elsewhere.
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In this effort at institution-building, there was no sufficient
or systematic effort to assess and deal with the problems of attrition
and erosion or subversion. The envisioned professional cadre was never
fully established. And in the teaching sector, the intended doctrinal
orientation of the IPA was to a considerable extent compromised, as a
result of the need to make extensive use of part-time instructors who

did not substantially identify with the IPA.

Resources

"Resources” has been listed as one of the variables in the
institution-building perspective, end much has already been said about
the resource situation of the IPA, Resources are in a very real sense
dependent variables. They depend upon such things as leadership,
perceptions of doctrine and program, and effectiveness in engaging in
transactions.

In the IPA resources were allocated on the basis of a variety
of norms, some of them inconsistent with each other, and some of them
inconsistent with a particular form of doctrine.

But the greatest resource problems of the IPA were probably the
inadequacy of professional staff resources to the effective implementation
of some elements of the IPA's ostensible doctrine. The instructional
staff was never sufficient. The ability to comandeer resources was never
commensurate with the organizatiun's needs, given certain doctrinal
assumptions, and given, too, certain compelling qualities of the IPA's
environment--notably the powerful forces that drew off IPA resources.

The most obvious lesson of the IPA experience concerning re-

sources is this: 1t is almost impossible to overestimate the resources
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needed in an institution-building effort if this kind. Just as many
small businesses founder for the failure to anticipate capital needs,
many institution-building efforts undoubtedly fail or are attenuated
from insufficient resources. Perhaps the general rule for initial plan-
ning might be: figure out all that's needed and multiply by three.

Another resource problem was practically ignored in the IPA
cage: the need for reinforcing and sustaining professional personnel
operating in a highly corrosive environment--one, in other words, which
quickly uses up professional capital and draws personnel off into a
variety of non-professional activities in the quest for income, status,
and identitq. At least three members of the IPA professional staff did
manage to obtain sabbatical-type leaves during the period 1962-1965, end
to a small extent others were able to participate in stimulating and
reinforcing scholarly activities outside of their immediate Jobs. But
no provision was made in the institution~-building effort for protecting
and reinforecing scholarly commitment and competence, and the staff who
went on leave did so at the expense of presumably important organizational
obligations. This is almost beyond any doubt one of the resource
requirements for the building and maintenance of an institution whose
doctrine depends upon scholarly or other professional commitment and

competence.
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The IPA and the Environment

IPA-environmental relations of many kinds took place at mauy
different levele over the years of the orgadization'a existence. Man-
dates were claimed--initially as an almost automatic consequence of the
negotiations that led to the decision to create the Institute. Resources
were procured--initially from the foreign aid program and eventuelly
from Thai government funds contained in the Thammasat University budget.
Students were recruited, training programs were established, and the
IPA had by the 1960's established a stable set of relationships with
its environment.

The Institute was environmentally perceived as "meaningful"
enough to enable it to recruit students. Its executive development
programs were never without participants. And the IPA budget was an
established, practically tradition-sanctioned component of the
university budget.

In the set of transactional relations between the Institute
and its environment there seems to be one suggestive lesson: Environ-
meptal support depends upon the ability to appeal to premises which
induce support--and not necessarily upon doctrine. Undoubtedly there
are instances in which an emerging institution's manifest doctrine is
sherply at odds with the value orientation of one or more allocative
forces in the environment. The result is likely to be an impasse that
will wreck the organization. Nothing like this happened in the Thai
case.

The IPA was initially legitimized by manifestations of support
from the top level of Tuai government. This legitimacy was reinforced
in the appointment of a higheranking official with an elaborate network
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of governmental contacts as Dean. To some extent, too, the organization

was given an aura of acceptability as well as an identity by being designated
as a faculty of an established university--an arrangement whose potential
benefit was enhanced by the vast autonomy possessed by each of the faculties
of this university.

The IPA was subject to a very small amount of substantive control by the
top level of the university. It could, for all practical purposes, formulate
its own program subject to no need for ratification. On the other hand,
it had either to fit the orgenizetional pattern of the university or to
secure guthorizations to vary from Lbis psvtern--to obtain a large number
of relatively high-level permenent positions, etc.

In the first years (to about 1960), the IPA did not have to press Thai
elements of its environment for resources; but by the time it had clearly
become a "going concern" no great difficulty was encountered in transferring
support for the Institute from foreign aid end counterpart funds to the regular
Thai budget. In the interim the IPA had become an accepted entity. And, of
course, it had not done anything that challenged or threatened the allocative
mechanisms in its environment.

It is possible that the IPA might have foundered with the collapse of
the Phibul government in 1957, for the effort to create the Institute was
closely identified with Marshal Phibulsonggkram and General Phao, both of
whom fled at the time of llarshal Sarit's take-over, But the IPA was at that
time also an element of tlhie American foreign aid program, and this may have
helped protect it from attac:, Also, the Institute's general aims were not
construed as "political,”" nor uniquely linked to the Phibul regime: Barit,

in fact, was in some ways more dedicated to buresucratic cffectiveness than
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his predecessor. The Dean, who had been to a moderate extent identified

as a member of the Phibul-Phao "camp," adroitly and successfully established
himself within the new regine as an acceptable and unthreatening man, and
this did the Institute no harm,

Rather quickly the IPA's M.A. prograrm built up a clientele, and to
some extent clientele support was enhanced by the monetarization of the
M.A. degree. Thus IPA acadenic training promised to enhance the rewards
available from the bureaucracy, while access to students at least afforded
the IPA an opportunity to disseminate a doctrine that did not have to be
fully compatible with environmental norms and values.

Meanwhile, an executive development program developed vhich produced
acceptance and some continuing support for the IPA, and other training
services spread.

In the program area of training, great initial resistance was overcome,
It was in this area, that the IpA encountered, for a time, a massive in-
ability to engage the environment in real transactions, A large and visionary
training pregrem development wasg designed, and formalistically ratified by
& training council headed by the Prime Minister (Phibul), But the scheme
was essentially inconsistent with important normative features of the Thai
bureaucracy. As a Consequence, the proposal was handled in the best Thai
fashion: there was no argument, for a couneil headed by the Prime Minister
had ratified the American-deviged plan, but neither was vhere any action.
Departments and ministries siuply failed to create the contemplated organizations,
and the IPA ac » consequence had no bureaucratic entities with which to relate

in training activities,
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IPA doctrine that was essentially acceptive of the status quo, or oriented
towvard self-justifying existence, and that the IPA was not able to evolve

and adapt much of the innovative element of its doctrine--these were an
inevitable result of limited resources. On the other hand, the resource
position of the IPA was certainly to some extent a result of the orientation
of its leadership., Environmental norms-~-the appropriateness and acceptability
of part-time teaching staff--rather readily penetrated the IPA. Perhaps

there was no real alternative, The only point is that enabling linkages

were maintained which allowed organizational survival, but not full insti-
tutional development,

The IPA developed functional linkages adequate enough to enable it
to continue to exist. Through these relationships it projected itself and
its doctrine into its environment. It faced no problems of competition
with other similar organizations on the scene., Its effectiveness in functional
relations with the environment was, however, affected by the position or
stature granted the IPA vis-a-vis foreign graduate training programs, a point
to vhich we shall return,

In the area of normative linkages the IPA's position was complex. As
noted, some established environmental norms, quite at variance from the en-
visioned IPA doctrine were actually internalized within the organization.

The IPA dealt with the entities in a position to impose norms and values upon
it--particularly through control over the creation and classification of
positions-.with mixed resulis. The ability to shape, assert, and adapt an
innovative doctrine was clearly impaired by the impact of some system norms
on the IPA,

Bome of the most significant normative linkages affecting the IPA were
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Aot organized working relationships. Rather, there were certain abiding
value orientations in the IPA's environment which had a real impact on the
organization. In addition the IPA was probably affected by an apparant
need for certain kinds of normative linkages to maintain desired institu-
tional qualities.

Regarding the first of these matters: in the Thai context bureaucratic
careers are in many ways more meaningful and attractive than nearly any of
the alternatives availeble to an educated Thai male. Bureaucratic status
is preferred status. Bureaucratic advancement has prestige value. Bureau-
cratic positions above the third grade offer variable but often substantial
fringe benefits., On the other hand, purely academic careers lack comparable
status, prestige, and remuneration. A teacher is, as & common practice,
highly respected by his own particular students, and he does, for that
matter, have a bureaucratic grade or rank. But he is not really a bureaucrat,
in many senses of that word. And the consequences of this difference
between the bureaucratic and non-bureaucratic has been noted. It was
normative linkages in part, rather than functional linkages, which produced
critical staffing problems in the IPA--the lure of the bureaucratic alter-
netive (a lure, incidentally, which was made manifest within the IPA itself,
in the organization's leadership structure),

The IPA never fully succeeded in dealing with this problem of normative
linkages., Some of the most promising prespective members of the staff were
lost to the bureaucracy. And no conscinus, systematic effort was made to
deal with thie problem, in part because at the outset of the effort, when it
might have been possible to anticipate the effects of environmental values,

they were not adequately appreciated.
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The other problem of normative linkages was this; To maintain and
irture an institution in an environment that is in some ways hostile and
in others indifferent requires dedicated, indoctrinated personnel, It
also requires the continuing reinforcement of these people--in other words,
supportive normative linkages to offset countervailing environmental
pressures.

For a time, some such reinforcement was provided by foreign advisors.
In a few cases, as noted above, staff members were enabled to "come out"
and to participate in a scholarly enterprise in & remote setting.

In 1965 six members of the IPA staff claimed membership in an international
professional organization; in two years--1964-65--fourteen staff members
claimed to have attended international professional meetings (actually the
EROPA conference, in most cases), and four staff members travelled abroad,
to Europe or the United States. Whether this was a sufficient amount of
reinforcing involvement in a community of scholars simply cannot be said.
The only point made here is the importance of such associational activity--
a8 a source of intellectual reinforcement, doctrinal commitment, and
personal status.

By the 1960's a new pattern of nomative linkages appeared to be
emerging in Bangkok, which promised to help sustain professional orientations,
The number of trained social scientists in Thailand has grown, and among
some of the faculties at Thammasat and Chulalongkorn universities one found
bright and intellectually lively younger acholars, committed to academic
Careers, A tendency for sone of them to come together informally, or in
occesional meetings to hear a Spea:er, was beginning to appear, And this

development may presage a significant change in the normative context of
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non-bureaucratic professionalism in Thailand. A few members of the profes-
sional staff of the IPA were more or less regular participants in such re-
lationships in 1965.

The IPA and its Environment - Transactions
—MM

It is possible to conceive of the entire process of organization -
environment relations in terms of "transactions" -- exchanges of goods and
services, and of power and influence, From an orgenization viewpoint,
transactions are the relational activities through which resources and
mandates are procured and purposes are pursued. Transactions are the
substance of an entity's linkages with its environment; they may lead to
organizational growth or attenuation; and they shape as well as manifest
institutional qualities,

Much has already been said sbout the transactions between the IPA
and its environment. Here we wish to consider only the "currency"
which the IPA had for use in certain of its transactions,

The ability of an entity to induce contributions is based on the
expectation that the entity will in turn confar certain kinds of "value"
upon the contributor. There are many possible such "values': access to
monetary rewards, increased personal effectiveness as something inherently
valued, a sense of identity, and heightened status.

Part of the currency at the command of an institution 1s its
ability to favorably.arrect the status of those who successfully or
appropriately participate in its activities. This ability is a function
of the "value" or meaningfulness inherent in the institution. To some
extent the IPA was able to induce continuing contributions from certain
professional staff members because it offered them the psychic rewards

of valued status and meaningful identity. Ite ability to do 8o was,
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however, severely limited for a number of reasons, including

normative qualities of its environment, But it did offer sufficient
inducements of this kind to maintain at least the core of a
professional staff, VYet, ironically, there was never sufficient
coherence in the psychic rewards it offered to internal participunts

to sustain s coherent institutional leadership structure, Among the
leaders, the rewards offered b, the IPA were different -- the Institute
was valued for different reasons by different leaders, and the
differences were normatively great.

To some extent the IPA was able to induce participation by
students on the basis of its ability to confer valued status upon them,
plus the promise of access to improved status, which is quite a different
thing. The expressed opinions of students and former students suggest
that the IPA was never prinarily valued by its academic clientele
because of its perceived direct effects upon their status. But to some
extent it was valued as the source of inherently meaningful benefits --
"education" -- although it was fortunately never necessary to ueasure
the strength of this value by withdrawing other inducements to
participate -- such as the prospect of increased pay for some, and
the possibility of increased personal effectivenets in bureaucratic
roles,

Turning to the executive clientele of the IPA, it appears that
the Institute was essentially unable to confer status increments upon
the participants in its programs. It was by this clientele regarded
as essentially a convenient mechanism for doing something worthwhile,
The activity was velued in terms of perceived personal benefits, but

the organization conducting the activity was not seen as conferring
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any special benefits upon those who participated in the executive
development program.

In an utterly vague, genera. fashion, it appears that the IPA
was valued in some suctors of its environment because its existence
did confer a degree of status upon the government of Thailand.

Phibul, Prime Minister Sarit, and Deputy Prime Minister General

Thanom Kittikachorn, who succeeded to the priemership upon the death

of Marshal Sarit, at one time or another made statements indicating that
they considered the IPA a neaningful manifestation of & commitment to
bureaucratic modernity and competence. These perceptions, nurtured and
reinforced in the course of the Thai government's diplomatic and foreign
aid relations, in turn because part of the IPA's currency, enabling it

to claim mandates and resources from the allocative mechanisms in its
environment. It should be noted, of course, that this eleument of

status (really the source of t:e IPA's legitimacy) was not linked with
any specific IPA programmatic or doctrinal posture; it was a function of
the existence of an organization which was an evidentally appropriate
gymbol.,

Had the IPA achieved the full institutional quality some people
envisioned for it, it would undoubtedly have had a greater amount of
psychic currency. The prestige of its academic program, in particular,
would have been greater, and the status of its successful students would
have been enhanced more then it was in practice.

It doet not nececsarily follow, however, that such psychic curraney
could have been used for claiming vresources from the environment.,

For psychic currency can be blocked currency. And the IPA's ability
to obtain rosources did not depend upon the particular inducements

offered to its clients,
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By 1965 a relatively stable transactional pattern had been
established, quite sufficient to assure the continuance of the
organization. 1In a sense, the IPA had become "institutionalized," It
had acquired sufficient acceptance ang meaningfulness in its setting
to be relatively free from threats. But its meaningfulness did not lie
in its perceived value as a significant innavative institution, nor was
it a function of its ability to confer important changes in status upon
its clients, Internally, the IPA was faced with a sharp split in the
structure of its leadership.

Tn short, and in conclusion, the outcome of the effort to build
the IPA was mixed. The aim had been to create an organization embody-
ing new values, functions, and tecknologies, which would stimulate
tendencies toward normative change in its burcaucratic environment. It
weg & bold vision, marked by hope and the innocence that often attends
such ventures. That it was never fully achieved is no indictment:
there are vast gaps between visions and ventures, If a study of its
failures as well as its Successes contributes to the effectiveness of
other efforts at institution-building, then even the IPA's failures will

to some extent ve Justified.
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APPENDIX
Method and Methodology

Key Concept (1): Leadership, as related to the IPA

Expirical referents:

Persons in roles of official authority within the organization

Persons in "advisory" rolee demonstrably capable of influencing or
making deciaions affecting resource allocations and organi-

gational program

Persons in other roles (inside or outside the IPA) able to assert
norms or goals and to impose sanctions and/or mobilize support
for thelr asgertions

Data collection methods:

Depth interviews with approximately 30 persons within the IPA,
the university aiding in ite establishment, and within the
Thai government environment of the IPA (including former
IPA staff and participants)

Examination of records, including official contract progress
reports, files, and related documents

Information from profeasional IPA etaff members obtained from
omnibus questionnaire

Method of analysis:

Deacription, plus case involving a critical incident. Subjective
interpretation of findings. Sociogram might have added range
and verification; an effort was made to form an impressionistic
quasi-sociogrammatic portrait of internal relations on the basis
of interviews and informal discussions.

ce 270 ==
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Key Concept (2): Doctrinc of the IPA

Empirical referents:

Program plans and activities, including the actual content of
meterials used therein

Perceptions of organizational aims, activities, and problems, by
(1) internal participants, and
\2) external participants, or clients

Data collecttoh maethods:

Examination of relevant records and reports, including contract
party reports and files, progress reports, program plans,
program statements

Examination of textual and training materiale, in terms of their
content (including examination of changes in content over time)

Examination of IPA publications and theses produced by IPA students

Interviews with selected members of professional staff; also with
selected students; informal interviews with participants in
executive development training programs

Information from questionnaires directed to students, former
students, participants in training programs; also information
from questionnaire directed to IPA professional staff members

Information from comparison groups of non-IPA students, via
questionnaire

Information on normative characteriatics of the Thai bureaucracy
from secondary gources

Method of analysis:

Attempt to determine coatent of doctrine from the examination of
written materials presumed to be 'carriers" of doctrine,
through examination and ~lasseification of content

Explore extent to which such doctrinal materials are formalistic
or more than formalistic by determining the extent to which such
materiale are adapted and mod{fied in terms of various criteria
of relevance brought into play be members of the professional
ataff

Assess the doctrinal premises reflected in decisions concerning
resource allocations



.. 272 --

Examine what is actually transmitted as doctrine through study
of IPA clients, particularly students and executive develop-
ment training program participants (include examination of
student theses as evidence of doctrinal intake)

Determine, insofar as possible, whether doctrine is reflected
in differences batween the attitudes and perceptions of
IPA students and selected comparison groups

Compare apparent elements of IPA doctrine with apparently
relevant characteristics of the organization's environment ==
i.e., the bureaucracy,

Comment ;

Various experiments were undertaken in an effort to get at
manifestations of doctrine. Underlying the whole approach
were certain assumptions: (1) Doctrine need not be coherent,
or logically integrated. 1In practice, an entity may have

@ variety of doctrines and they may even be inconsistent.

(2) BEvidence of doctrine is to be found in the "working
materials" of an organization, but such evidence is inevitably
incomplete. The doctrinal content of working materials may
be formalistic. Important doctrine may not be stated in

such materiale. And some doctrine may be most clearly manifest
in the way in which such materials are used. Thus, the
rote memorization of various concepts and premises may be
significant evidence of doctrine -~ but not necessarily of
the “doctrine" ostensibly set forth in the materials used
in this fashion. (3) In part, doctrine is manifeet in the
activities of those engaged in disseminating it. Some of
these activitics may be unconscious or not highly specific
and yet significant. To take an oversimple example: The
doctrine put forth might be, in essence, that "the organi-
rational and managerial processes cf the Thai buresucracy
are enormously inept, inefficient, and tradit{onal." The
messagea might be presented indirectly, through the uge of
textval material on organircation, mansgement, and administra=-
tive methods, tendered as a set nf ideal arrangemants, and
presented with a flow of premises about specific variations
from these ideals found or known to exist in Thati public
administration. (4) TFinally, doctrine involves reception
as well as generation and transmidsion. To the entity'a
clients, doctrine is what they percetive it to be, and this
may be different from what transmittors say it is., It {is
possible for an entity to "preach" doctrine with little or
no impact; ite clients may perceive it to be meaningful

for other reasons than ite intended doctrine.

An implicit premise in our efforts to study doctrine is this:
the ability to perceive the environment in meaningful terms

18 an essontial requirement of cffective institution-building.
This does not mean that normative qualities of the environ=-
ment must be accepted (nor totally rejected, for that matter) ;
but perceptions of the environment are the basis for a
strategy of relating to and impacting upon the environment
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& strategy whose substance is reflected in doctrine.
Therefore to make judgments about institutionalization it
is necessary to explore the ralation between doctrine and
perceptions of the environment held by those who formulate
and transmit doctrine.

In an effort to probe the doctrinal quality of the IPA, we
gought, among other things, to determine how the professional
staff -- the presumed articulators and purveyors of

doctrine -~ perceived the environment toward which their
efforts were directed, By a simple semantic differential
device we attompted to see how they regarded the bureaucracy,
in terms of certain of its qualities. Then we sought to

see what sorts of "bureaucratic problems" they perceived.

We sought -to considcr how these perceptions and attitudes
were related to doctrine, and ostensible doctrine. The
impression emerged tha*t doctrine did not seem to be clearly
or with more coherence uirected against the kinds of problems
perceived in the environment. Similar probes of the environ-
mental perceptions of students were also made. The
instruments we used in efforts to probe for aspects of
doctrine now seem to have been rather crude and not highly
focused. Our findings wore more suggestive than certain,

Key Concept (3): Program

In effect, '"program" and "doctrine" are largely inseparable, for
"the actions which are related to the performance of functions and
services constituting the output of the {nstitution" are the
manifestations of doctrine which {s held by and asserted by the
entity.

Ewpirical referents:
See "doctrine"

Method of gnalysis:
We did not attempt to analyze "program" per se, although extensive
descriptions of the IPA program are included. Various character-
istics of the IPA program were examined and described. Program

data were analyzed primarily to try to determine effective
doctrine, and the meaningfulness imputed to the IPA,
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Kay Concept (4); Resources

Bmpirical referents:

Staff, physical facilities, funds, rules and procedures
governing allocations. Budget.

Data collaction methods:
Budgetary data

Interviews with staff and with University and Budget Bureau
personnel

Method of analyeis:
Resources were analyzed in terms of the relationship determined
to exist between inputs and goals, asserted and/or actual,
by comparing allocations with atated intentions and evident
needs, given certain assumptions concerning goals. The basis

upon which resource claims were made and granted was also
examined,

Rey Concept SS): Internal Structure

Empirical referents:

Organization structures, including delegations and mandates,
personnel assignments, supervision and control arrangements

Perceptions of identification with the entity

Data collection:
Reports detailing organization, including personnel shifts

Interviews with atuff concerning assignments and working
relations

Questionnaire probe to deternine attitudes and expectations
indicative of identification

Depth interviews to supplement and check on questionnaire dats

Collection on da%a on former staff and participants not Joining
staff
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Mathod of analysis:
Descriptiona of structure
Determination of perceptions of identification and factors

appearing to affect identification with or rejection of
the IPA

Key Variables (6): TInstitute-Environment Relations (Linkapes and
Transactions)

Empirical referents:

Traensactions, or perceived interactions between the IPA and its
environment

Environmental characteristics which appear to affect the IPA's
ability to obtain and maintain resources

Data collection methods:

Official information on authorizations and allocations of
resources to the IPA

Interviews within the IPA to deternine the manner in which
claims are made, and interviews with external officials to
determine the apparent basis of action on the part of
allocating - - mechanisms; also interviews and questionnaires
with IPA staff to determine how the environment is perceived

Study of rules and regulations applied to the IPA by external
entities

Study of the IPA environment to discover norms and values
affecting the feasibility of resource claim-making efforts,
program design, and the assertion of doctrine, through
interviews, use of secondary sources

Questionnaires and {nterviews with IPA clientele to ascertain
the nature of inducements offered and perceived benefits
conferred in transactions with the IPA

Interviews in the IPA environment to determine how the IPA is
perceived by representatives of organizations in a position
to grant support or otherwise cngage in relations

Note: in this phase of the study, much emphasis was devoted to
an effort to determine just what the IPA was perceived as
confarring upon the clients who were induced to participate in
its activitics., It was assumed that the meaningfulness of
linkages was manifest in tranpactions. Our examination of
transactions was selective and less than complete,



