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Executive Summary
Comptroller General’s Department

Pratya Vesarach
Research on the Comptroller General’s Department was conducted from
February-December 1988. Methodology, findings, and recommendations are as

follows:

1. Research methodology

The CGD 1is one of the most important central departments responsible
for overseeing and controlling public revenue and expenditures. Its main
task is to ensure that rules and regulations are strictly observed by all
public agencies when receiving revenue and spending their budgets. In
addition it plays a significant role in supplying fiscal and monetary
information, opinions, and alternatives to support the decision-making
process of the government and other policy-making bodies.

There were two major objectives in studying the CGD:

1. To analyze the environment, the decision-making process, the
implementation process, and the management of resources so that appropriate
recommendaticns could be made to improve the department’s efficiency.

2. To compare the results of these findings with those of other
departments so that meaningful recommendations to improve the Thai
bureaucracy can be made.

To fulfill the above objectives, various techniques were used to
collect and analyze data. These included analyzing documents (laws,
regulations, orders, memos, working documents, texts, and articles);
conducting interviews (of administrators at all levels); doing case
studies (both issue-specific and function-specific); administering
questionnaires; observing; holding seminars and conferences; and getting

feedback from CGD working groups and administrators.

2. Major findings

For the most part, the CGD’s major effort is to oversee and check on
the real expenditures of public agencies. This is done through two



important mechanisms: (1) laws and regulations; and (2) authority vested
under the umbrella of the Ministry of Finance. Implementing units include
provincial and district CGD offices.

Another CGD task is more technical and involves supplying data,
opinions, analyses, and alternatives to the government, the Ministry of
Finance, and other policy-making bodies, with regard to public debts,
public salary structures, permanent employee management etc. The policy
aspect of CGD is generally not publicly evident as CGD is generally
perceived as an implementing department whose final decisions are made by
other departments, the Ministry of Finance, or the Cabinet.

Conclusions on each of the four research variables were reached as

follows :

The environment

CGD’s environment offers certain support. The department is rather
free from political pressure or interference. It is also free from
attractive fringe benefits. Thus, CGD staff members are usually secure
about their working conditions. They follow clear guidelines and rely on
laws and regulations in making judgments.

On the other hand, however, the environment has made operating
procedures routine, and the staff relies little on personal discretion.
The situation has caused relative lack of (1) initiative, (2) comprehensive
overview of issues, and (3) attempts to modernize its management system.
The department is trapped in daily operations and is little interested in
adapting itself to suit external development efforts, needs, and the
changing environment.

Also, relying too strictly on laws and regulations has limited the
CGD’s flexibility. It is thus quite difficult to change procedures as this
will require a chain of improvement -- 1in laws and various other
regulations.

In 1985, the CGD was restructured. Underlying this effort was an
attempt to sharply separate technical divisions from daily implementing
divisions. Under this scheme, technical divisions were staffed with more
educéted personnel (most hold at least a B.A. degree) while implementing
divisions were allotted non-degree holders. The separation had some
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negative impact. Improvements or recommendations for improvement are not
initiated by personnel familiar with the divisions. At the same time, the
technical divisions are increasingly swamped by other routine jobs and
special assignments. Special assignments have created pressure for already
overburdened personnel. Thus, work quality and development tasks are
affected.

The decision-making process

Decision making in the CGD can be categorized into two types: (1)
decisions which end within the CGD; and (2) decisions which end outside—-
for instance, at the Ministry 1level, in the Cabinet or in other D.M.
bodies. Most type 2 decisions are urgent matters requiring the CGD to
supply information, opinions, or decision alternatives.

In general, the CGD’s D.M. process relies on clear discretion
mechanisms, mostly legal. It also goes through well-defined lines of
command. This has made considerations more cautious. Nonetheless, the
process is slow. Also CGD technical personnel still lack experience and
have too narrow a view to suggest alternatives that sufficiently cover
dimensions for development.

In addition, personnel lack 1initiative in giving opinions or
suggesting new approaches to facilitate change and development. They still
wait for orders from their supervisors.

The implementing process

This process is similar to the D.M. process. The "line of command” is
the basic work principle. Its advantage lies in standard patterns and
procedures; yet, relying too heavily on laws, regulations, and strict
guidelines has caused an inflexibility in making judgments. Also, there is
a strong attitudinal preference for preventative measures, which encourages
the issuance of various regulations and measures which cause an
unnecessary increase in the burden and prevent CGD from moving toward a
development role ~-— giving advice, suggesting prgventative measures, and
promoting the efficiency of other public agencies.

Inseparable from the implementing process is coordination. If other
yunits are not concerned with supplying necessary materials and information,
the process will be stalled.
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Resource management

People, materials, and money are significant resources beyond
management. There are not many complaints raised regarding financial
support as the CGD’s budget is usually allotted at a definite limit.
Personnel and materials, however, are matters of concern.

In general, CGD personnel are honest, highly responsible, and loyal to
the department. Though there are fewer personnel than are needed, they are
able to handle their assignments well enough, except for occasional
slowness. However, only about 20 percent of CGD personnel hold degree.
This results in low analysis quality. Also the technical staff is
overburdened, and most provincial staff members cannot aptly serve as
advisers to other provincial officials.

Further, the CGD lacks sufficient technological information and
materials. It is still not advanced in such technology and in many areas
relies heavily on human resources for data analysis and processing. With
sufficient information technology support (for example, access to or its
own computer network) CGD’s efficiency would be greatly exhanced.

3. Recommendations

From a macro view, although the CGD must continue with its present
duties, it needs to change 1its role and attitude. Its role should move to
prevention and development and away from control. This means that the
department should delegate more of the "checking and controlling” task to
the public agencies and other responsible bodies such as the Office of the
Auditor General. The CGD’s role should be to emphasize predictive analysis
for prevention purposes rather than to solve problems. It should pay more
attention to its developmental role by initiating systems and regulations
which promote public agency spending efficiency and make them more
responsible .and cautious. This type of work is technical and requires
better-quality staff.

To change its role, the CGD should :

1. Survey and analyze its present duties and adjust them to fit into
a new development approach. Duties falling within the responsibility or
capability of other public agencies should be relinguished to those
agencies.
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2. Shorten its procedures and require less paperwork.

3. Review 1its present duties within a preventative and development
framework (which will reduce some types of work) and pay more attention to
new functions such as generating information and system design.

4. Allocate human resources and develop a human resource development
plan in accordance with new direction.

5. Speed up information netwotking within the entire department.

6. Set up working groups to handle the CGD’s development plan and

mobilize support resources.
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