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SLI0Y AND PROG LGl FO IMOTOVINIG UFFLCTIVLNDSS
OF T
Y1) SCLLVTIFIC "wiSs DCE COpdaTion OF THLILAKED

S

MISSION TH. - 001 - oUH (SF/ID)

LoD UCTION

The Covernument of Thailand asked UNIDO for the services of an ox-

pert for two wonths to:

1. surs:y the orsanizational set-up and administrative practiccs
cf ., .27, and T.1 in partieular, as well as their tieca with
intistry, taking into aceount their current and future pro-

graunes ;

2. recomnend measuraes to be impleuented (including modern
wenaging methods and internal structure) to improve the ef-
fectiveness of research management within ASRCT resulting in
uore offeetive industrial application of rescarch findings
ac well as rendering industrial extension services to indue-

tries;

3. acvise on further action to be taken by UNIDO to aseist in
the gttainment of the above purposes.

The writer, who was ascigned this task, speat an eight-weck period
(6 October - 30 Hovember 1972) ir Thailand during which he e¢xamined in
detail the organisation and activities of the Corporation (LSRCT) and
the Technologicel Tiesearch Institute (T.I) frou their inception in 1964
to date. Ye also visite! and held discussions with appropriate govern-
ment officials, industrianlists and university staff as well as with
government and quasi-governnent organisations whose operations have or
could have a bearing upon ASiCT and UNDP/UNIDO staff and experts.

On the basis of the information thus obtained, and recorded in
summarized soru in this report, the problems facing the ASICT Manageuent
werc identifiel and analysed ond a policy and programme proposed which
if ioplemente’ is believed will uake the operations of the Corporation
more effective and of greater ond uore iumediate bemefit to industry

and the national economy than heretofore.
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This task woo made casier than it otherwise would have been by
the setting vs of an ad hoc "Planning and Organization Chart Coummittee™
by the Goveruor, which had donc¢ a lot of preparatory work before the
writer arrive? and by the availability of the results of a study, by
the ASRCT Seisnce foliey Studice Unit (Sussex University), of the
foctors inhiciting technology transfer from the Corporation to industry.
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P/AT I. CUARENT SITUATION

SACKGROUND

Following o request for expert alvice frou the Governucnt of Thoi-
land, the U’ Tcecehinieal Apsistance fdninietration, provided the services
of Mr. FeGe .Jicholls for one year (June 1960 - June 1961) to survey
such stat. ai’e! rogcarch activitiocs as existed and to recounend how
these uight be iuproval or cxpanile’ to assist industry. liis report
"A Progravic for the Developuaent of Scientific and Induetrial Rescarch
in Thailand" cavisagel an expansion and recrganization of the Depart-
nent of Scicnce, Hinietry of Industry, but certain of his recounenla-
tions were nct acceptable to the Governuent of the day. In a roturn
nission lir. Yickolls spent a further three nonths (July - Septeuber
1962) reexauining his proposals in the light of the Governuent's ro-
quircuents and e anmendel his earlier recoumendations to provide a wore
acceptable frauework for the developuent of applied scientific research
in the country. 1In his second wission report "The Developuent of Ap-
plied Scientific Research in Thailand: Stage One" dated Septenber 1962,

he recommendcd that:

"the task of wanaging the action's najor applied scientific
research effort be allocated to a new body to be know. as the
Applicd Seientific Lescarch Corporation of Thailand. This will
be a statutory ccorporation with freedou to hire and fire staff
on such terus and conditions as it uay deteruinme. It will be
free to deecide the priority and distribution of funds between
its differcnt activities after having reccived a bulk allocation

of funds frou the Governoent."

This recouncndation and enother to the effeet that ASECT should be
nade up of threc separate research institutes (Agricultural, Technolo-
gical, and Kelical Scionces respectively) as well as aduinistering a
nuomber of specialist contres and services were both accepted by the
Governnent. It is worth bearing these facts in nind when considering
the later developuent of ASRCT ani how succeeding uanageuents have
allowed the written-in advantages of autonomy and independence to be
eroded,




STATUS AND COUSTITUTION

ASRCT was brought intoe being in 1964 under the Appliel Scicntific
Research Corporation of Thailaud fet BJE. 2506, Its umain objectives

were defined as:i-

"to initiate, carry out, prouote and support applicd scientific
rescarel and investigetion i. connection with, or fo.o the prono-
tion of, any uatter affecting national developuent, the natural
resourc:o, incCustries and aluinistrative services of the dingdou,
incluling scalth an: welfare of the Thai people, and to proucte
the application of the results of appliel scientific rescarch for

the benafit of the natisn.®

Although [84UCT waa set vup as an gutonownous body in the acvnsc that
it was not to L:¢ angwerable to any one hinister or Minist. y, provisions
were writton ints the /et which gave the linister (in charge of the
fet) "power an' authority of gencral supervision over the genersl ac-
tiviticvs of the Corporation®. The Zct also stipulatel that "the Council
of Ministers on the recorvendation of tho National Research Council
(NRC) shall a2ooint not .ore than three pgovernors, not uore than four
expert consultants ard, if it deeus it desirable, not wore than two

special governors®™ which collectively constitute the “Board".

In any cvent there have never been wmore than six Board ueubers at
any one tiue, but all who have so far been appointed on the rucounenla-
tion of NRC have boen civil servants or retired civil servants., In
1964 when the first Boar:! was forucl a 7-man "Special Advisory Coouite
tee" was alsc sot up, anl in subsequent Boar! pcetings it was deciled
to appoint a further 15 qualifie! perecns as "applied scientific al-
visers”. Ther: is nc evidence that the Advisory Counittee has ever

uet, or that the advisers have cver been consulted,

Whilst, _uring the first 5 years c¢f its life, ASRCT operated as
intended as an inlependent autononous body with its own financial re-
sources in the forw of @ USS 5 uillion block grant frou th. Governuent
of Thailand. OSince 1 January 1970 it has become nore and nore like o
governuent lepartuent both in thinking and method of operation with
consequent loss of freecdou of action, perscnal incentive, flexibility




SWETIRD Ly sy PORPERRET
TRUS TERE  TEN] And SRR

IS - A

sem Wt ORposdag LRy

LEOTRBRYIOG SIEmARF ey
TERET IS TENL 492 SsFWRD

waywe yosmdoysang puw
gosrasey BUIplive [ERoT 1ey)

| I—

sr) BetgRindg 3 TWOITINYY em—

3t W aEan R pee ziedeg = ~

LTMG BB I IS e

F ]

HBILAISE  TeTIWEIBY

e g W TEE AR ED
e 5 wdey wemns pEE ]

“ FARG BBEERE ——

Grm mestRARE SR 1EEodEes me—

saw

DB BOTE TER AL s, FEW HSRD FED A g

ERL IR T pe—

55— FVE [ ST OE A3 .

saswwy @
ey e

cTug

]
BADIAISG ST IVLLETEVEPY

sm

Wb s

TYHENES ¢ SOLIREIN  AREVISER
_—
e ARG J
st vee —1 PP— sosas i II.II|||II.~
srm, ssnsyBag L FROLASEE RS, 09 .I..—
e
#Ba% i uim  AWInd

3 h pEES
FATIVHLE I NIWOY Gy
3143aNBEIO

|

T eaBuD WD 4BZ  ushen

dungn LAsarng (s ilsl
NG [Ty Asopwadiag

3y Aeddng (9P TEGIRL m——

T T L E T p—

L g A R USR] BB O ENSERY T

3% BuisesurBug JTSEECI LAEE ey

T T T T T —"

FEEY SHEPRIE IFTEBOLU DD it

L

Ernan  WeRssEOE

T

HABLEABNE  HOWYHSEH

i IR GRY
TR A%

|

Gy T BLnDy

FEs WHGETS STGRISERL  eee——

3E% SRR BEGLE we—

318 #2043 3TEAS  e—

avms wdesy peSl Ity e

3EM Raotdy PEE STLD IR RNSRER e

e WEInYER] [PIGUEIGE

$ ey
REBFTBY SWOOLHRIH B TRIFR

drosr,  yoIRaBen
saoanpekg [Ranpinsialy

l dnody  Betpnig Mak.»mamlw

BIALLISNT HIHEESRE

s
TEHE R R RETY

|

STy SHEIPUER AVELDG ST DL ey

P L F S W o T —

1
L Tl =

B APEIE FETISRAEE e

s s EApwwy  pmeus

L?;E P Y fmT

ERLALS

L A TR A
#d RbakilEsl

]

ey Bt aeent g [RIRGSRE Y e—

FEE ROERAGGY ey

P
Bt snamTiug puv %o tedud

FEM SPRLEEIER BEIPIeg
21Uy ARCTRABEE P PR —

Basy ABABYPELa e

i dnern STeLeE pa *ma%sﬁwﬂ*{

Y RETEREBL BED RBEGTY ey

3Rk pueudor f BABE SIS DA e
SEM AEE URRNTS DRI SATEEY el

FETG AW EWERED R LSV el

L Guwsan ABUEOWEIEL [T ERSW: T

Baty SEO]OIIOLI U oy

ERL
Ay s SHBERIRE FET A SORAT -

BUt; ABugowsgis) poag

B LY T IR ey

i

AL BETEEMY

WS R AR
T 3] R MM R

J

GEEE AT _




W51

and a good nubiic image. To this can be attributed many of the manage-

ment problews now facing the Jorporation.

ORGANIZAT 100

Historica . ihe organization as originally proposed by ar.
Nicholls in 1902, i.e. division intc Technological, /gric:ltural, and
Medical Seciences lesearch Iastitutes, was never iaplement .  because of
opposition from the Hinistries involved to the setting up of the two
latter. During the period (1964-1969) when ir. Nicholls was Special
Governor with gimost dictatoricl powers the policy followed obviously
woe to widain tho sphere of activity of the Corporation as far as pos-
gible, to inciude any sort of activity which could remotely be de-
gcribed as appiied research—e.g. Migratory Animal Pathological Survey,
Thai National “eference Collections: muscum in embryo, etc. During
this pericd the Tecchnolcgical “csearch Institute (TRI) was firmly es-
tablished and with UNDP/UIIDO help cind advice became a competent and
reacongbly ffcctive research unite In addition to this, three addi-
tional "rcscarch institutes® (RI) were set up within the framework of
ASRCT, namcly, the Institute for Development Studies, Agricultural Pro-
ducts R.1., an’ the Znvironucntal and cological R.I. These appear to
have been brovght into being either as expediency weasures or as o poss
gible means -f nttracting finuncial support in the future. From the
point of view of building vp an overall workable unanagement structure,
their formaticn was unfortunate to say the least, as it gove even

greater scope for some staff weabers to build up winor bur.aucracies.

Present siructure: The organigational structurc at the tine the

ASRCT “oard reccived a directive frou the National Sxveutive Council
(NEC) in June 1972, to uake the Corporation aore ¢ffective and to ro=-
duce its cxpenditure with the ainiuuw of delay, vas that shown in

Fig. 1: ASECT organization chart,

Ls will be seen, /GLCT is currontly divided into four rescarch
institutes (of which only cne is sufficiently large to be viable); rd-
ministrative an) Technical Services and six misccllaneous “centres",
all answerghbl: - directly or ipdirectly - to the Governor and through

him to the 2ourd.
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Boarc: .t the mowont the oart is oade uvp of a full-tive Governor
who acts as O airoan and chicf cxecuvtive, and four “expert consultants”
who atten? a-.ut ten halfday ncetings a yoare These latter, all dig-
tinguished tor ncllding or having held positions Hf great iwportance in
the Governnent's scientific, cducatioual and planning organizations,
are appointed i their pirsonel cajacitics and consequently have donc
nothing to yravent conflict of interust betweon ASRCT and their own ore

panizations. 7ho private seetor Las nc representative on the Board.

Contrary +o nornsl cractic: cls:where, the Board has not concernut
itself wit! watters of overall —olicy an! finance (it di! not even sav
ASACT's last suiboission oo thie Budget Burcau) but rather with such
things as staff aggointasnt, punishuent and salarics, welfare and pro-
vident funls, agporoval of res:arch proposals subnitted by the congtit-
vent Institit.s axd ad hoc .attors as thoy arisc. [pparcntly stoff
members arv nover invited to attend a Joard weeting; any proposals they

wish to mnke arc vresented in abszatis in written foru,
L RS

This _ractice is probably a relie of the days when the Special
Governor (196£=1969) anl later tic Research Director-Gencral (1970-1972)
had alrnost “ictatorial powers an’ personally uade such policy decisions
a8 were nac.. ouring the first S-year geriod ASLCT staff reles and an
rduinistrative Masuel were prepare’ an countless “directives" and
“laboratory insiructions® werce sent to “all concerned" by the Special
Governor. Job Jeseripticas and directives for the ASRCT unanagenent
were however cconspicuocus by their absences  dven before the NEC diree-
tive was received, the prescnt Governor and certain scnior staff uen-
bers had roglizcl that the Corporation was not being as effective vio-
g-vis industry as it shoull be aud that there was souething wrong with
the uanagenent structurc.

Doubtlcss cotalysed by the 1130 direcetive, the Governor forued four
ad hoc staff coumittees in June 1972 an? another in Septetber to ad-

vise hiu on [ossible astups to be taken to remedy the situation. These

cormittees arc naued:d

1. Advigory Coumittee (15 ncubers): ncets weekly to discuss

current problens and situations; in effect it is a senior
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staff noeting.

2, Sudg.t counittee (5 perbers): act up priuarily to pget .xtra

fracs frou the Bulget 3Zurcau to ucet the B 1.3 willion deficit
in 1571/72. It will worl with committee 3 on the internal

alloeation of the 1972/1973 budget and then be dissolved.

3. Poiicy and organizatioaa!l chart Counittee (The "Kaseu Connit-

te.": L nenbers): charg:’ with the task .f advising the Gover-
nor {(sefore the enl of October 1972) on such changes in the
AGTOT shatute, Lolicy anl organization as the Counittee

thov it ncecssary to ueet the requirenents of the NEC direc-

tives

4, Progenoae evaluation Couudttee (6 ucubers)

and 5. Placcing and uonitoring Counittee (5 tlenbers)

The two last Conmittoes have never uet, and if the recoutcnda-
ticns aade in this report arc accepted they never will as the
responsibilitics proposed for thew should properly bLe under-
talken by non-executive profcessional staff groupe attached to
Ny ohiof ®xceutivel's office an? not by part tiue counittees

nae o of staff neulers not haviang the required expertise.

Coumittee 3 (Xasewn Counittoe): Prior to the arrival of the writcer
in Thailand this Conuittee had held nany ueetings on the basis of which
it ha! drawn up o report outlining its proposals for inproving the ef-
ficiency of /C°CTe This containcd: (2) a proposed redefinition of
poliey, (b) rewriting the AGRCT Jet B.d. 2506 to bring it vore in line
with nodern thinking and Thailanl's current needs, and (c) a propoased

new organizaticn chart,

Subuissios of this report to the Governor was withheld until the
writer arrived anl the Chairman of the Conuittee invited the UNIDO/TRI
Project Manager (vir. C.L. “renshal?l) and the writer to go through it
in detail with the Couuittec. Four half-days were spent on this task
and a nunber of alteraticns and adlitions were suggested and, after
full discussion, accepted Ly the Comuittee whose report was then re-
written and subnitte? to the Governor on 10 Novenber 1972. This, to-

gether with th: present report,will Le considered by the Board early
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in Decenber 1572,

INCOME SOURC.S

Appeniix I records sources of ABRCT funds frow its inception to
date and ghows that apart frowo the annual governuent grant approved by,
and passed thrcurh, the MRC (and of course UNDP/UNIDO suj, ort for TRI),
rioet of the funiing has conc frow  uerican sources. This typge of
foreign ei! Legan to fall off in 1970 an! as there has been virtually
no research undertaken for Thai {irme under contract during the 8 ycars
life of AQECT/TRI, shortly, AGRCT's only scurce of incone will be the
grant fron the Thoi Governriente. This is in startling contrast to the
original idea that /SRCT, at least partially, should ain to beeoue
self-supporting in e reascaable pericd of tine.

&

Reasons that have been given for this are:-

(a) & sufficieney of grant ail, which was interpreted as ueaning
that there was little need to find incoue elsewhere.

(b) ingufficient early ligicon with industry to asscvss what is
reguirel,

(¢} 1laci of effort to 'prouste? 23°CT/T.1I.

(¢) coupetition with Thai Goverutsut agencies providing siuvilar
or related induastrial services at no charge.

(e) the Thai investnent cliuate where returas are quicker and
often larger frou tertiary than frou privary or secondary
industry.

(f) the Thai instituticnal iranework which hitherto has prouoted
industry with l:os urgency than other countrics such as Korea.

Apart fron (@) and (f) the overriling reason is that, froo the

outset, ASRCT/T1I has operatel as o rescarch-oriented organization

rather than as an industry-oriente! business operation.

Until now the Cecrporation®s accounts have been broken lown under
eight headings, which altlhough presunably neeting the Governuent
auditora' requircnents, has not provided the ASRCT manageuent with the
information nccessary to run the Corporation on sound business lincs.

N
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For instance, it is not »ossible to find frowm the annual accounts how

uuch was spent on the research prograumes collectively or individually.

With the aopointuent of a new experienced budget officer, who un~-
fortunately has just resigned, the system was being reorganized to pro-
vide infornaticn of a type uorc likely to help management.

An exauination of the internal allocation of funds during the
budget years 19/0/1971, 1971/1972 is illuninating as it highlights in
quantitative ternms sone of the problems that must be solved if ASRCT is

to becowe wors cffieciont,

Budgot Pian 1970/71 end 1971/72

1970/71 1971/72
§'000 Percontage  §'000 Percontage

Salaries and guperannuation 12,500 61.0 14,850 67.5
Laboratory anc workshop
equipnent/supplies 2,500 i2.2 2,300 10.5
Office and suilding
oquipnent/sujplies €50 3.2 1,050 4,6
.
Books and periodicenls 1,000 4.8 820 3.7
Site services 1,100 5.2 695 3.2
Maintenance ox :nges 500 3.0 350 1.6
Transportation and
travelling expenses 500 2.5 600 2.7
Grante, i.,c, oviside
earnings (ncuinal) 800 3.9 265 1.2
Operating e¢xpenses 500 3.0 110 0.5
Miscellaneous 2xpenses 220 1.2 980 4,
20,500 100, .
350 00.0 21‘990 100.0

It will be gecn that salaries and rclated labour costs constitute
an excessive and increasing proportion of the budget vhilst funds
available for equipucont and support facilitios for research and De-
velopnent gre such too suali and are decreasing proportionately.

In the techrology transfer atudy 1, it is correctly suggested that
th: salary contont of the budget in an organigation such as ASRCT -
should be no rore than 504 of the whole (as against 61.0 and 67.5%




respectively in 3570/71 and 1‘5}“}’}/72*} whilst funds fur g ipuent and
support facilitics should bu greoater than 25% of the budget instead
of 207 in 137C/7° dropsing to 16.4% in 1971/72. This is additional
evidence that /0 .CT cupleys about 150 too many people and if the Cor-
poration is %o become efficisnt this fact must be faced and remedial

action taken.

ACCOUNT ING

Until recently the Corporation's accounting system and book keep-
ing have becn inefficient in many respects, particularly in that it
has not provided wmanagem:=t with the information requircd to make de-
cigions. This is evidencad by the fact that during the financial year
1971/72, 4S7CT ran out of funds and had to go "cap in hand" to the
Budget Burcau to ask thew to provide amother B 1.3 million to make up
the deficit.

Although the wmission's responsivilitics do not include a detailed
examination o the accounting systew, it is quite clear that it should
be reorganizod so that uenagement can se provided at least with the

following information wonthly:

(a) a calance shect

(b) izcon: and expenditure sccounts for: (i) the wonth and (ii)
the yzar to datz conparcd with the plan both for central
aduinistraticn and the coperating divisions

(¢) mnew contracts signed during month with cumulative totals.
In addition, the chief exceulive, division heads anc project
leaders should bc given g note covering the financial status of cach

individual rcsearch project under their control.

No record can be found of the Joanrd at any tiue having defined
the Corporation's uverall policy or drawn up a plan for the guidance

of ASIHCT manageuent and astaff.

*and 67.7% bucgctted for 1972/73.
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This has rosulted in aa ad hoe research prograuue unade up of dis-
connected projoets considered by cortain staff members to be worthwhile
frequentiy o tlc basis of persongl interest rather than a proven

national or i.dividual coupany necd.

Far wore scrious, "owaver, has been the effect of the lack of

planning ans tho lack of iaternal cocununications upon staff umorale.

It hes »reoouraged the sullding up ¢of uany small bureaueracics
within 45107 20 has al'iwed personal antagonisus, all too frequently
very bitter c.2s, to cloud the uanageaent and adversely affect the ac-
tions of coertai: senior staff aeubors. At a lower level it has led to
frustratioi. ool Zrequentiy to disillusionuent ¢f young graduates who
have returnc? frou stuly abroad under the UN fellowship scheuc. Prac-
tically all thiose contactel at this lovel conplained that they did not
know what th: Corporation's soliey was and furtheruore when inastructed
tc wndertake work in th: laboratory they were never told why or for

what purpose it was being undertaken,
i g

This, _ .t rtialiy, is a <dangorous citustion and if not renedied

]

» o

suon will i- itasly result in the loparturs of theso: excellent and
expensively {raincd young ven to other jobs where their abilities and
training will Cc¢ riven sreator scode.

ASRCT ACTIVITING PROGLALL ¢

The Corzorationts worzing shilosophy was based criginally upon
that of a larp: and weli c¢stablished foreign governmental research or-
genization iz a Jdevelop:d eountry (CSIRO Australia) and consequently

wae not agttuns) to0 the neads of Thailand,

The wors i /ORCT's four ccuponint rescarch institutes, based on
this philosoty, "as corsist.d alucst entirely of research and develop-
vent work ia {hcir own laburatories, workshops and offices. The Cor-
poration has 1ot ouerate? cxtensicn or technical services, nor with
one excepti.n Pas it run trainiag courses. It has been largely sclf

notivated an’ guided, re'stively wninfluenced by outside contacts.

The progracie of A07.C™'s ccnstituent rosearch institutes iu a

cynthesis o7 50 indivilual "yprogreuces" which are broken down into 369




vprojects®™ torother with 6 "oigealiancous investigations" and 13

veonfidential investigations".

In the absznce of a national and a eorporation lan, the individ-
ual "progroueo® and "iavestigations" have uainly been initiatod as
previously inlicated by inlividual staff ueubers or at th  suggestiun
of the UNIDO experts oun the besis of a known need or nor. ‘reguently
perscnal iutercst.

The wac-itery for introducing a new "prograuue" intu the systei

i

is cuutbergouc anl tiue consuming,.

The ran with the idoa ecithor writes or asks the potontial "project
leader" tc write o "progroune cutline'- which describes the objective
and nethodology >f the progosed prograuuc in outline, and indicates
what type of staff will be required: no cstinate of the cost ia nade.
This, 1f he is a junior staff ueuber, is liscussed with his unit heaod,
who passes it v to ths group rescarch dircetor and then onto the in-
stitute directore If o agrees, it is then passed to the Governor and
through hin o the Bear! for approval. js the Board ouly neets nonthly
this causcs Jolay and wecks ean vass before pernission to proceed fii-

ters back to tle projeet leader. The whole operation appears to be

designed to stvitify sersonal iaitiative.

Exceution of rescarch progravics/projects: Before subuitting a

proposed programne for approval a technico-econonie assessient is sup-
posed to be uale by the lecnsuie Studies Group. Sometiues this has
been done but quite frequently it has nst. Once o "prograunue" has been
approved by il Coard or a ".r.oject" within such a prograune ap roved
by the institute dircetor, until recoutly o “"steering connittee" was
set uy to _ian and "steer" the research., This besides serving as a
brake on the initiative of the srojecet leader caused further delay in
that it was always difficult to ssseublc the Counittee as the Research
Director=Geucral had to taike vhe elinir. Steering counittees have now

*

fallen into Cisuse and the _rojeoet leadir dircets the investigation

usually carricl cut by hiusclf with one or two assistants who uay be

trained in Zifferont scientific disciplines. At this level, in gen-

eral, the worz sceus to b2 done coumpetently and within a reasonable tine.
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The sna; is that, if it is decided to scale up a process developed
in the laboretory, it is sassed to the Process Developuent Unit (PDU),
in the Chemical “echnology Group of TiT, Many projects have stuck
there for years ue to lack of eqaipoent and trained personnel, or
lack of intercst of the pecple in the Unit. As ia addition, the pro-
Ject leader i veuwally only interested ia laboratory scale work, once
his part of tho project is completed he takes no further action except
to couplain that "it is held up in PDU*., The writer could find little
evidenee of any rapport between those involved in laboratory rescarch

and those responsible for development.

This situation and the lack of trained chemical engineers and

pilot-gcale couipument are uatters requiring urgent attention.

Overal! oropramme: 3Exaviustion of the latest quarterly couputer
printout of ..050T overall progracne revenls that:-

0f the 50 "srograuncs® listed only 29 gre active

and only 15 have been completed,

Of tho 309 "Lrojocts” listeu only 71 are active
145 have not started
28 have been suspended
33 have been terminated
and 92 completed.

Of the &) "aiscollancous investigationd listed only 18 are active

:

the rest Liavioy beuen terainated or coipieted.

It s.ciw that et no stage is a programae or project vvaluated and
nost of the "suspeusions™ and “terninatious" are causce by laeck of

funds or the investigators ave 1:0t the Corporation or gssigued an-

other tasl,

an analysis of the 15 coupletad prograuies shows that only 7 were
laboratory based i.c. § were concerncd with indigenous plant or fish
utilization,  with setariuvrgy and 1 with ‘odigation of salt. There
were B uigeellanevus 'on-laboratory!' projects including ecosysten,

power ant traiscortation syston studics, au well ans stabilized soil,scwape

and sociuvlopizgl stucdios,
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siallar gualysis o tis 29 Yoaetive® orogravises reveals that 16 are
biologieal/chi: l2al, 4 aincrvals/uctels, 1 suilding rescearch studius,
1 scicnee policy studico, amd 7 uiscellaneows (eo0il nap, uigratory

birds, hunan rosources, 2tC . ).
] ] 7

¢f the 10 viclogieal/chcnical studies, half are prinarily con-
cerned wit: agriculturz/viclogy o obleus, 5 with utilizat n aspects of

indigenous plants, and 5 with {s0d produection,

Without 12 any way oolittling the quality of the work heing un-
dertaken on tie 20 laboratory-based active prograunes (which are nearly
all concurn:d with Jdeveloping new prolucts and processes rather than
with nodifying, iaproving o adapiiag cxisting ones), it is suggestocd
that the uenagencnt shouldl seriously consider whether or nut an overall
prograune of thig typc is lilkely to achieve the Corporation's objec-

tives,.

Put anctivr way: is thids 0. oust way of spending F20.5 willion
per annuu to suoort acorly 400 staff working in buildings and with

equipuent in wiicl wany willions of baht have been invested?

Possilblc ways of using these resources and facilities to greater

advantage will be suggested ia Part 11,

BUDGET, M.."I0DC.LOGY AND TILiid SCHEDULD

In s iying for financial ail fro: the Governuent, ASKCT is wade
to follow the stercotyped procedure used by all governuent ninistries
and departuents in Thailgnde This involves the subnission to the
Budget Burcau 10 onths before the start of the next fiscal ycar of a
200 foolscap ape doeunsnt listing in detail every iten, including in-
dividual cheuicals, for whiel fitancial support is asked,

It is ‘cubtful if any wcuber of the Budget Burcau has ever heard

Liic

%

of "sodiuu “ithicgiyeolat.™ ool it is less than likely that he or :ven
an ASRCT cheuist can anticipatce the need for 2 graumes of this cheuical
up to 22 uenths ahead of its possible use, but nevertheless this is

the type of inforuation Jdeuandod,.

The wa

sle cf ABECT staff tiue in lrawing this up is enoruous and
whilst it uig.

*‘\
w2
"

T
(b be econsiderc:! incvitable in a governuent departnent,




it is an exerclse which a sigh-lavel autononous organization such as
ASRCT which is supposed to hecome gself-gupporting can ill afford.
Sugrestions as to how this dilficulty nay he overcome and how the (or-
poration can iazreve its 'budget and plan' methbodology will be de-

scribed in onrt 1.

STAFF, RaC. TIT0aI anD PRGOS, POLICIES

5]

taff: /¢ the tiue of writing, 487CT has a total payroll of 381

made of 1% rcgcarch officers; 5% experimental officers, 41 service
p P

“

officers, § lzacinical officers, 85 technicians, 49 ancilliary staff,
and €5 essistanis. Their distribution between the various institutes,

centres and sorvicos is shown in Appendix I11.
The "ADCY Technology Transfer® study indicates that :-

(a) in gonoral the guanlity of ataff is too low;

(b) tos rotio of resoereh ofiicers to cxperimental officers is
avos s 1:6 whercas it should ©: nearer 1:2;

(¢) ti: ratic of vrofossional staff to support staff is about
11240 whereas it should be nearsr 1:1.5; and that

(¢} if the gresent budget were oropirly apportioned between
salavics/wages an’ direct support facilities and equipment,

then o total stafl no larger than 230/240 could be supported.

In gencral terus the writer agrees witii these conditions.

decruitiicat appears to be sposmodic and unsystematic as there is
o Corporation staff plan. Sinec receiving the NEC directive there
hae hcon a Troeze on furtli:r rocruituent without Board sanction with

a view to ¢’fzetiag sone staff reduction by wastage.

The presont grove situation in which there is far too large a pay-
roll and far too many supsorting staff, was accentuated in 1969 when
after the Opecinl Governor left, many rotired senior civil servants

erc veeruitel, Thes: gentleucn althoush doubtless coupetent to under-
take their civil gervice responsibilities were nostly quite unqualified
to undertal: the task sesigned to then in A5CT.

Personmiet soliey: . lthouph there was insufficient tinme to ex-

anine in detail the operations of ths rersonnel Unit the wechanisns
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laid down for 7.ooping stafl’ reeords, aluinistration of staff recruit-

ment and opjoistuent, salary reviews, cte. appears, on paper at loast,

to be satisfociory.
Two very inmortant fuactions appear to be missing hovover; vig -

(i) 7T.:r: are nu regular aud gysteuatic reviews of staff nenbers
casasiiities, technieal, aanagerial and leadership, on the
Yasis of whiel proneotiorn or transfer can be uade.

(ii) 7:ove is no mechanisu Jor personncl training within thoe Cor-

poration anl 5o al owoaco 1o the budpget for thias.

Counterparts: I to nany cases tho UNIDO experts who have been

of congistently high quality have not becn properly used. In souc
cases there Lave been 10 alequate counterparts appointed, whilst in
sthers appoint:d counterparts have shown little interest in or have
failed preperly to usce tho Imowlelge and experiencc of the expert.

SALARIES, [HCIUTIVIS AND Conabi PRO3CICTO
R ———

ASRCT salarizs cn paper arc approxinately twice those of the cor-
responding graccs in the civil service, However as civil servants are
exeupt frou tax and do nobt contribute to their pension fund, in actual
fact ASHCT “iako-ntone pay" is soiy about 200 higher than that of govern-
went cuployess. Full advantas. of the AGYCT salary structure does not
appear to lave oeon telen, and salary as an incentive has been over cu-

phasized,

Well tricd incentives such as inecreased career opportunities,
staff involvenent in decision ualkiag, frec tiue for own research, iu-
proved eguiricat and facilities, subidcation of work in the world tech-

nical press, cte. have not been used or apperently even considered.

TECHNICAL 411D LIFOAMATION O3 VIT.U

ASRCT os2s not operale an 'ioslustry advisory servicos' in the con-
ventional ucaning of that torn. Thore agre isolated instances of ASHCT

senicr stef. ueiters proviling tochnical adviece on request from a con-

pany, but this has ot been as the result of Corporation pulicy.

The Thai lational Bocunontaticon Centre located at and aduninistered




-1
by the Corporation hao an 'Yiedorusticn Dervices! Section which at the
nerient g bindted to the nrovision n request of literature abstracts
of publicati-ny in o nuwer °f arcas of tuchnology. It is not equipped

to anewer qusosLisas un proluctico or “rocessing or to provide advice.

REPORTING /.0 ©J JC.TI0U POLICT

B

Nuring the [oric? 1305-70 2473 ABACT teochnicel reports on the re-

sults of wor! zcarvig)

S

t under rescarch prograunes/projects, uiscel-

Y
1

lancous invectizations and otudise and appraisal projects werc preparcd
which w:re cdited, printed and bound at and distributed by ASHCT. 4
bound voluze oI abuoeracts <f these putlications has been prepared which
is :xcellont il overy respiot. S dnecomplete exanination of these pub-
lications i~'icates that wucst of them are of high quality both in tech-
nical content o0l proesentoticn,

EY

1t is Jdisgpcintin: tlat so fow of thesc papers have been pub-

lished in 0o worl U's geivntific and technical press.

PUSBLICITY, ©uU 10 i1, TI10.3

The Corcoration has aot, nor "as it over had a public relations
L ) P

office or cllicer ur o cublie relativos | Lliey.

Until roce iy the only ublieity it rot wae fortuitous and inef-
feetives / rathor ansteurish brocliure was produced in 1971, which is

currcntly voins o grated.

In Jeonuvary 2972 ti: {iret iasue of g onc-page "ADILCT Research
Mowg® was prolucc! doseriting about half o dozen ASRCT activities to
stinulate ;voiic interest. This and succeeding nonthly issues have
been uy to _rodessional stanlerd and have rcsulted in a number of cn-
quirics.

¥oery ey B TEAREY
3’%:3&?‘3 u?};i: ..L*f. *t}ﬁ [y

1.

L

he g atity of /5407 /™I anplied rogeareh output cver its
£7 2 ‘}

8 years lif. .as in the nain been satisfactory and in scue cases quitea

goud,

2. TIts urolcpuantal work has seen less satisfactory largely due
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to loeck of cguisimt and suitas: . stalf and irequently lack of coopora-
tion Letween those reasonsible for "rescarch" end those for "ldevelop-
tient" .,

3, Wit o fow notable exce tions ASACT/THI's investigations have

failad to he:. .xisting or cetalyse the developnent of new industrics.
Aroagst to: reasons for this are the following:=

() £0007/P31 wanagencnt has woen restarch rother than industry
‘risstels There has c2en no corporate poliecy or plan, no
sxtineion service or ffectiv. links with industry and its
ovara’l progsramnz has been huilt wp on an gd hoc basis. No
svgleaticn of the eoupcnent ports of this programae has been

undertalton aysteuatically.

(b) £54CT/TRI has uade tittle effort to find whet industry regquired!
srose Llentify o potential industrial partner before initiating
a researeh investipgation.  lather it has worked on projeets
gelocted ao bheing potentially valuable and
triv. to "sell" the end result not surprisingly with indif-

fariit succoss.

(c¢) 1o the carly lays ASRCT/TEI although conscious of its independ-
erce an’! autorony was run as an autoeracy with all decisions
taltern Ly the ebief ¢xeevtive, lore recently although thoere has
beon soue delepation of authority, the Corporation is being run
likz o pgeovernuent departuent with all the restraints and inhi-
bitions attaechcd theret . lleither technique is conducive tc
the developuent of staff creativity or to the 'building of

oridges! between the Corvoration and the private seector.,

(d) The present organizatior involving disciplinary institutes,
groups, with units and centres overlaid by problem oriented
programmes /projects /miscel lancous investigations is so complex
that management and coordination is extremely difficult. in
fact it has all but broken down,

Amongsi the identifiabic consequences of all the above are the fol-
lowing :~




(iii)

- 1Y -

45 00 /701 has attomptod to cover too wide a field and conse-
gu.ontiy it has not been able to put the necessary effort into
o oriority prejictu.

¥
&
bRl

o ooado have boen wrongly silecateds As it has built up
too inrge o staff, too wuch is spent on salarics and too lit-

tio on technical activity.

a4 eugl cousunieation has been poor and there io neither o
sersonaci policy nor ga inesntive scheme. Because of this
ane. the lae'r of delegation ant policy definition, many staff
nre ¢ lopr mtlod and their entihusiasm suppressed. There are
a surnrising nember of personal animosities between senior

+ " " oy .
atafy wemoers.

“Lews onec tar teo many internal meetings and committces (with
coigravent wasts of time and accunulatien of papers) and
1ozl ible offort bo train staff end stimulate their ¢nthus-

ino. aud dinitiative.

2

poron/milve guslic inage is poow {just another governument de-
pars.oentl) or soncxistent, 1t has ncither nachinery nor

soliz, for putiicity or public relations.
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PIRT 12, (HCCHMINDED ACTIONS

In malting the followingy suyggestions, which are based upon the ex-
perience of iilependent a:! government supported industrinl research in-
stitutes opcrating in wany parts of the developed and developing worlds,

allowance has :c:n made for conditions peculiar to Thailand.

The recorweadations which follow are listed under the saue headings
as used in Part I for case of reference., Before these are even consid-
ered it must ove realized that th: changes ncccesary to effect the ro-
quired results ore so ra’ical that they can only be effective if the
ASHCT Board {recconstitutos gs puggested) and top management arc prepared

to alter their thinking and azetions in four fundamentol regpucts i-

(a) They wust operate ASRCT as a business and not as a rescarch

organization.

(b) is all they have to offer arc brains and skills, the organiza-
tion and managewment ust hbe so altered that the professional
stall neuwbers, particulariy the young ones, are given every
opportunity to talte rusponsibility, develop initiative, crea-

tivity and managewment skills,

(c¢) Means uust be found for reducing the nuuber of stoff signifi-
cantly, iutroducing one or two new key personne! with induse

trial oxpericace and initiating staff training courses.

(d) A decision once taken wmust be followed through to inpleuenta-
ticn., Unless the Poard is prepared to do thia, the following

recuimiendations cannot possibly be effective,

STATUS AND COUSTITUTION

The constitution as laid down by the Act of B.E. 2506 is obviously
due for revision and the Kasen Comuittee has recounended certain changes
particularly with regar’ ¢u the Corporation's objectives, Board couposi-
tion and functicns, appcintuent an? responsibilities of a chief execu-

tive, and consiete separation of A5ICT and N&C.

As the Tounittee has redrafted the Act for the consideration of the
Board and through it the WEC in consultation with the TRI Project




Mann-or an' o2 writer an' a3 acceosted theidr suggeations, there is no

nosd to clabosate furthor ot thia stape pvarticularly as the principal

changes pro, e’ wi'l o Useribe? dn dotail latere It is our recon-

dendation that 2 new feb aloag the sinew suggested should be pronul-

sated,

Provite Lo J0R07 Soar? ds urouare? to run ASRCT as o business
whose functi. iy to qesist an’ stinulat. industry along the lincs ro-
comaended Iut o 0 this rooort (aal a0t as a rescarch oricnted govern-
pent o dopartonl e at  resent), thel il the writer's opindon the Cor-
porotion shoull coatina. bt 5o, and b coerate as, an independent au-

tononous crponcization within the terms o f the new sct.

QRGANIZ. 710

The preacnt Jrpgniization as showa in chart fors in Fig. 1 is now
peneeally acres’® Lo b voworkall. . It is recouscanded that AGRCT unnage-
ent structire oooull Do go oginoiifiet that the Corporation can operatc

ag a single .o%ity wit, 2iesr o lodines cbjoetives and responsibilitics
£ .

4,

in a wmanncr Yab can to ounlirstoo’ alike by the staff and potential

users of /5707 skills.
To this cul the principal changes roconuended are as follows ie

o Twe 0507 contres and one grovy should be wound up or trans-
ferro. slsowhicrcs, thurceby narrowing the Corporation's areas
of activity,

2. The Zoarl shonl Lo recongtituted and its functions and res-

5

pousivilitive ro’ofined;

3. The current conflicting respougibilities of the Governor
shiowild be lJividel betweon a Chairnan of the Joard and a chief
exeeutive with the titlo Ylianaging Director' or 'Dircctor’.
For 0o surposes of this repsrt the iatter will be reforves!

te as 'lircetort;
ant  Ae S5 00 slouid ot ooy oand Sperate an Industry alvisory Service.

Laplicit i these rocoacndations is the neod for a change in out-

iuck at all vanaporont levels so that #0.CT canywith the ainioun of




delayybeeco. o osiness srganization geared to the needs of industry,
rather than ooo whieh trics to scell its ideas - doveloped at preat vxe-
pense=—to iulustry. Furth.oruore internel coununications wwst be vastly
iaprovel with Juiegation of responsibility and decision unking, enl the
auvuber of coumrittoes and ncetings - with consequent acevnuiation of

paper - very considerably raducad,
The detai’ s of the uroposed changes are as follows -

1o oluction in seope of ASHCT: Tae foilowing centres and roun

should be wound up or transierrcd elsowhere:-

(a) Centre for ™hai Jationa) Teference Collections.

(v) Contre for Thai lational Stendard Specificatisns. It has
coen sugzgestad thiat this Centre and the 0ffice of Counodi-
ty Standards shovld be wverpel under the uabrella of the
Tial Industrial Ctandards Institute.

(¢) 1tigratory ininal Pathclogical Survey Group.

It is uniorstood that the poscibility of the Nationol Building Re-
scarch and Dev:iopnent Centre being conbined with the Division of
Training, Ministry of Public VWorks to foru a separate agency outside

ASRCT is buing consildered by the NEC.

2. Toard conposition: The Board should be reconstivcate! as fol-

lowg -

il should bhe nade uvp of nine nembers, three of whou re-

tire annually in rotatic:, They should represcent:

Governuent (3) for instance: a representative of the
Priue Minister's Office.
Secretary-General(s) of:
Hational lconouic Develop-
ment Uounittee, Board of

investnent
Private sector (4; reprcgenting: Inlustry
Banking
Bngineering
Univeraity
L0307 staff vewder (1)@ Chief cxecutive
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Chaoiv nos who should be a wman of
stature an! wile experiency
Aot necessarily o scientist,
oard regoongibility: The governing Board is the body which

-

is witinately coo casible for the Coroorstion's activities. It shoull!
be a poliey oliding nonecxeevtive Loldy an? eoncerned with tong=-tern
bgectives oo’ svorall finaace, rather than with Jetaile sperations of
the Corporatics 2.7 its otaff which are tl. respunsibility of the

Nir.ctoar,

One ot U0 Uoardts first lutiocs shoul e clearly to define what
the Corporati o'y function is to Le anld the objectives once lcfinel
st boocorrooleatsl within the laloraturiog - thirough the Dircetor -

in orler that thly ean B unlirstsol at ar! lavels.

The Poars? shoult alse bo responsible for approving an! Jdefending
the bu'get, “.fi-ing  dey oL ecnditions of cuployuent, e¢te., and

shoul? a poins the Tnice ereevtive /Mircetor,

It shovis oot be responsitlc for, or concorn itaelf with, indivi-
tuel rescar: _rupraimies, the terus of aprecuent between ASHCT and in-
Yivilual | ~tuntial goonsors Lr ciients, (otailed financial natters or

21

versonnel oo ooy Lolow th luvsl of Dircetor.

Geo Chairuan:t It i3 customary for the Chairman of a rescarch ore
genizaticn guni ag gm0 4 surve, as o the Board vewbers, on a part-
tine basise owever, urlor the conitions now prevailing in Thailan?
in general oo within the Corporaticn in _articular, ther: is a strong
case for the Jhairusn of the Roar! to serve on a full-tine basis pro-

oably for e .. Ler of yoars alieal.

It is sugcestel that the Chairuant's dutics in aldition to those
tall Jown by sifatute shoull inelv. e Gigh-icvel public relations and
linis n as we.. as to ohtain supoort for the Corporation as Yefince ' in

; FORE Y fix IV,

chiel cuecevtive/Dircctor the van res_onsible for inplenenting

i
the potdedicr Tgil lown by the Bear’® an! énguring that these functions
are fulfilic's In a bogiacce croanization e woulld Lo desirnated

"lanaging Ziscelor (Turoc. o) or Ycpogident® (Us2/Canala). His respon=
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sibilities are more cleariy defined in Appendix V and in a UNIDO

report.z

e Jrusoged reorcanigzation: The streamlined organization pro-

posed is show:s in cskeletal form in fig. 2 (Detailed organization charts
are not suitable for research institutes as they suggest a rigid struc-

ture and tend to meke sta®f think and work in watertight -owpartments.).

In brici this consiots of the Director, who receives policy guid-
ance from, a.ul io anowerasle tco, the Zoard and is served by a Director's
Office, a Puscllc Telativns 0ffice, and a Prograumue Planning and Svalua-
tion Group; toce latter having s non-executive staff function. Directly
reporting to ti: Directsr would be h functional divisions cach headed
by an Assistant Director responsivle for Tesearch, Developuent, Scienti-

fic Services, and Adainistration and Technical Jervices respectively.

This neans that the Director has seven people directiy answerable
to him (4 Ascistant Dircctors and the Heads of two suall offices and
the Planning/ivaluation Group) in addition to which he has to report to
the Chairua: and develop uany extramural contacts. Aany increase in the
number of linc respounsivilities woulld be unworkable. The organization
structure a’vocated by the Xoseuw Comuittee in which the Heads of six
research deoartuents, two non-research departucnts and three offices are
all answerable directly to the Governor would only perpetuate the weak-
nesses of the pragent systeu and consequently must be avoided at all

costs.

The responsibilitics of the two staff groups and the .lirece opera-
ting Divisions should bs clearly defined and understood by nanagement
at all levelse These definitions and allocation of responsibility uust
be wade by tlic new managenent, vut the following suggestions based on

experience elsewhere can be used as a guide.

Staff grcocuus

Public tclations Office anowerable to the Dircctor but with a

direct link with the Chairwan is responsible for publicizing the Cor-
poration and what it has tc offer. ifethods for fulfiliing this func=-
tion will be ocutlined later,




- 25 -

Propra o Clanping s cveoiugtion Group should be directly respon-

sibbe b tlo ircetor oo showld Lave the following responsibilitics :-

(i) ceneliey slit aa eolliote the raft ouldget prepared by the

coewatiag cdvisions o provioe the Corporation's budpet for

(ii) vdise 4o Dircctor a grajeet selaction based on teehnico-
Ce.rotiie asdsessiien ! uade vy oor in couperation with the

sceneade sanalyosis Greovye of the Feonowics Section.

cetolte evaiiation of runniag research progrannes/projects

e,
[,
[
P

-

o
¢

ot ropgular dintervals to caabl: the Dirsctor to decide whether

F .
bis irog

roice ghoeulsd continue, be altered or teruinated,

"y

valuation toehniguoe are deseribed in a recent UNIDO pub-~

wrveys in association where possible with the ap-
prooriat: dolustrial rganizations to identify problens re-

4 :

gulcing solotlo Lo forose the national SCONOUY .

o

The car L charg. Sils grou, should be technically qualified

croforabry wit! dindustrial exgoericnecs ‘e should also have an econouic

ore

or wludlar guolilication, His supiorting staff should be suall in

&

auaboer but toetinieally qualificd ansd reforably have sone knowledge of

s

indugtrigl 22 oL oies.

Functicio Jivisiong

The aoui lotration onl Techinical Services Division headed by an

Aagiatant Dir.clor shovld undertake the regponsibilities covered by the
existing Al ivistrative aud Teohnical Sorvices Group, but the techniques
usel by the [ccountivg and Porscnnci Units should be nodernized.

The new Susidnces 0fZic. (with uolifi ) reaponsibilitics) should be

neved date LT sdudnictration Seeticn.

It shost o sonl letters Of agreenent to potential clicnts having
tirst cheslioo toat (a) tiy ar. roperly worded, (b) the costings thero-
/ & J ’ g
in are corr.ct, anl (¢ that there is 5o othical conflict. This office,

in agsociatic with th: wpooropriate Division head, should deeide which

staff wenber o cul! be 0 rojeet leader of a new research project,
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The 3Jusiness “fice should no longer ve responsible for project coating,
which shouls ¢ sone by the project iead:r or for processing in-~-coming
enquiries wilzu saould be hanclizd Ly the proposed now industrial Ad-

visory Servic: (see below).

Research Civision should ve made up at the outset of two existing

institutes (i.:2. the present TOI and 4APRQ) concerned witi technological
and agro-indusirics rescarch respectively, with provision for a third
gsection to be coacerncd as and when the need arises with eavironmental
pollution prc. ' oms. Trio io not meant to replace the erstwhile keco-
system Group altiough it should take over and activate that group's
nvironmental ngincering Jnit. It is suggested that the TII Process

Development Uait be given new guidelines and be transferred to the
p &g £

pevelopmert Division, which also should be madec up of three now

sections based on an existing centre (WREDC) and two existing units
(Process Deve.opment and ‘conomic Analysis) suitably modificed. The

Building Sceticn should e the now name for the National ‘luilding He-

gearch and Dev:alopment Centre which should be structured and operated
as at present .ntil such time as o decision is wmade on to its future.

The proposcd Cuacmical Ingincering section should be headed by an en-

gineer with practical industrial expericnce and should take over the
responsibilitics of staff and equipment of the Procces Developucnt Unit
(PDU) which incidentally has been without a head for 5 years. It shiould,
however, endeavour tc carry out its task in a different way from that
adopted by PDJ. Until now when a laboratory investigation has been con-
pleted and writton up it has been considered by a working comuaittec
(chaired by the Governor) and if decided to go further, a technico-eco-
nomic assessment is wmade and if this looks promising, the project was

passed to the 20U for scaling u-.

This wetholclogy has failed to work for a number of recasons, e.g.
(a) there !.s tcen neither equinment (nor money to purchase it) nor
trained staff, (b) therc has been a queue of projects, (c) indecision of
and amount of time taken to convene working groups, (d) research staff
often don't talk to devclopuent staff, and (e) the Chemical Technology
Group Director, like other group directors, has no authority to nmake

decisions or even spend P20,




This " ottle neck" which has hald 2 soue projects for years could

he overecome to 2 larpe extest if the followiag procedures were adopted:-

be  On oacrcictios of & iaboratory inveastigation, if the section

and ivision .ucads decide (uo committec required) that the re-

1,
¥

sulig zould serve s the basis for an industriael process, the

Doveoooont Divigion after providing the necessary technico-
wootuie date will erdeaveur to identify a coupany who could
Do ointeresatod in duvelosiag the idea. Very often companies
ar: foaoud who prefer to do the pilot-scale work the .sclves

ither nlon: or gdvisced Ly the rescarch institute staff.

2, Iv thig onprugeh failg, the possibility of undertaking pilot-
seco o work at the werks of an interested conpany should be ex-
ploirade The aiu e¢hovird Ue to get the coupany to provide the
plact oo whiels (L Corporation's Chemical Engineering Scetion
gtofl. woold worr gide by side with th: firm's staff. If the

93 bhie resuits to thoumselves, then they nust

pay Jor o the gorvicsz; if they arve prepared to rolease the ro-

auty alter a laps. of ¢ nonths s a year, then the service

€1

S, PR -
S TVE N S Be IPe e

3.0 18 cot Lf tihioe aporoanciies feil and only then and as a last
regoert s.ouid oo ollotescole plant Y@ creeted within the Cor-
goratiice Ores this has asciicved its purpose, the plant should
ditior o gsold to the coupany which has boen persuaded by the
regiits obtained to ge dnto production or else diswantled and

tl: czuoooonent parts put into store.

Leonowicg Joctivn abourd tas: over th: staff and responsibilitics

f the existig Jeoncuale Arglysig Unit which provides technico-econouice

dots on the vgsie of which uanaguusnt can decide whether or not a pro-

posed rescarce lavestigatic: is worth undertaking, or whether a project
. when conpicote ia worth Jovilopings. The Unit should work elosely with

the Chenmdcn: ngl ecerios Jeetiorn and with the Progranue Planning and

Svaluation Group.

The exinting darketing Ctudy Unit, within the Institute for De-

velepuent Stool.e, shouid transfer responsibility for producing "ASRCT
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Hesearch Mows® to the Tublic helations Difice and concentrate all ite
efforts on the srovision of an industrial advisory, consulting and
trouble shooting scervices It abousd ue renated

0

Industria. Advisory Gervice whose fuaction would be:

(a) 1o direct any request for anssistance to the correct person o5r
departuent in the Corporation and ensure that the service pro-

vided is paid for at ccononic rates;

(b} Operate o Technical [nforoation Service until such tine as

the Locumentation Centre is able to do this; and

(¢) Appeint twe industrial lisison officers (IL0) who should be
technically qualifiad (cheuistry or engineering), have indus-

trial 2xperience, and be versatile.
Thair lutics would be as follows .-

(i) They should pay regular planned visits to coupanies con-
cerne’ with naaufacturing and processing to acqun:- g
them with the facilitics available at A3SRCT and how

these nay be uged nost effectively.

(ii) They should advise industry about the work going on oot
saly in the Corsoration but also in the universitics and

elsewhere in Theliaend and avroad.

(iii) when on routine visits to a coupany, or when requested
to call by a coupany the ILO should ascertain and dis-
coss the conpany's technical problewms. Mony of thesc
the TLD will be able to sugrest an answer for inne-
iiately, wihilst others night have to be taken back to
the Corporation for the Technical Information Service to
find an answer in its records or by discussion with the

. appropriats Corporation expert. Provided no investiga-
. ticnal work ie required, the service up to this stage
should be free. If on the other hand investigational
work is required, then an estinate of cost of this would
have tc Le prepared by the appropriate technical staff
ueuber who would ultinately be responsible for under-
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takiug tio work,

The A5.00 staff uerber designated to undertake specific advisory

*

work of tUis coture aust aalke uvus of e facilities and knowledge avail-

) able elsowhere in tho Cooioration aad suoiult eep in direct touch with

the cliente .y roport Croduced at the anl i the exercise should be

. gent to the olicat by the [L0 to usintain his dirzet contact.

Scientillc Jervices pivigion should conaist of Thai National Docu-
neatation Centrs (whose Techaieal Inforuation Service should be expanded
and duproved asd a weldern data retrieval systen put into operaticn), the
Inctrunent e .air anl Calitration Centre, and so long as they reuain
within the Cor oratich the twe ceatres and the group earlier recounended
for transfer or run Jdown,.

General

The progsosed strean in:d oSrganizaticn can only be really effective

* if the followin; major chenges arc intestuced -

1. Mapogeueat ot al. isvels - livision, section, group, units—

. must cocarly unlerstand what the Corporation's overall policy
an. e ig and wacre tihcir individuwal responsibilitics are.

2. Geslonsivility, wih corrcs onliag authority, should be dele-

gated vhorever posgible.

for instanece the assistant directors should be given full res-
ponsioility for al: internal operatiocns of the Corporation,
excevting policics for whieh the Dircetor bas final responsi-
bitity. This lzaves to the Director the funetions of poliey
forau.ation, lancivg, su.ervision of staff activitics, rela-
ticns with thc 3carl, top level extornal relations with clients
and potential cliionts, and public relations.

. Siuilarly, the scotion heads must have responsibility (without
having to pet serudsciorn frowm e higher authority) to work out,
wit. roup leaders, the research staff and techniques to be

.

use! Lo ocarry vut the coustituent research programmes of the

cvernll clan,

3. The Lroscut practice wheresby peruission fron higher authority -




freguentiv up to Joard levol - must be obtained before glmoast
aaything can be done must ceasc. On no account must the Board
bosoue iavelved in detailed operations and once an overall
cororatle prograume is agroed responsibility for executing it
must e pasecd to gection, group, and unit heads. Funds for

easa grojeet wuse te aliocated and, within these limits, au-

£

thority to osyend bhem must b given to section and group heads.

"o The »ros:nt habit of tolling young graduates what to do without
telidag them why and thercby stultifying their interest must

gto e

Py

O |

« The nrosent system of holding dozens of mectings and setting
u, couaivtees for every conceivable purpose with inevitable ac-
curav iobion of paser is - outeful, lime consuming, oand stultifics
initiative. ‘It oheuld be replaced by personal contacts fol-
lowad oy individual deecisions st the appropriate management
levale

£ omstiec on eonch mauager's desk which reads:

o e e s e e o e e S s < o e s e v .

Deiogat: - Comunicate - Stimulate - Time is noney

slways follow through

[ RS e e e e e+ e SO e o v e e e b e s

'

wouts gerve as o tiuely reuinder of the key factors in good

manneoent e

INCOMe 80UCTL

In Part i, under tais heading end in Appendix I1 it was shown that
apart frow URU/NTIN, creootically all ASi0T's incowe since its incep-
tion in 1964 hos come i+ the forn of Thai governuent grants (¥ 100 nil-

lion) or grante for s ccifie rurposcs animy from Anerican government

agencivs (F 2405 uillion) whircas oaly a negligible anount (F 1.9 nil-

licn) was caracod,  In this latter catozory, no record can he found of
. any work haviig been don: under ecntract with any industrial firn

operating in Thailand cr abeual,

cihtract rescareh: Mhie comstitutes pot:aatially a significaant

source of Low Zunling with oo of the rostrictions and tiue consuning




proctices 1. ovitnly esgsceintod with guvornueat prants.  Furtheruore as

the Corporotio's net ays cown that one of its incoue sourcees should
bo "Uoiegoe sreped Ly too Cororativn Dor investigation or for scientifice
teots r woenouresoats ¢ Por sther gorvices® by doing this sort of work
it wouid oo Lo i Tililag one of ito obligatiosns but also pro-
viding a sorvice whiecl inosstry rialily Gcedes. Reasons why this has not
boeen done 10t past ar. ddstod o0 ape 8, vut if the recormendations
in this ro vl are do teintod, all the sbjections except (¢) and (f)
(Phoi dnvest ont cliuate aud institutional  fraoework) are rewoved,

(¢) e {7, are not insv cravls as evideneod by the reeent fiow of
enguivies o0 Cuviag the dgsue OFf "AOU0T U lacarch News",

The teelndq on uson Dy ade,eaden’ laboratories througheut the

1

wortd to oot Copiiicas wac the gusject of a seulnar conducted by o he
writer at {00 llroeraticon un 8 Yoveonbor 1972 and is deseribel ‘}hc
reeord of bt cwetinge s Those have heen cuployed satiasfactorily by
SIST aad hy 00T and ticre ig oo reasconr why these should not be equally

. . ’ P : ey g PP |
surcegsful 1 Theiliond,

&

Yhe vol ast Lxotrast fvoo tho recors of the seninar ioo-

)

"Hew to ot svsiccss:  Genior (o o junior) staffe—i.o, the

5

chicef cizoe tive, assista~t Cdrccturs (R & 9) and sceti.n heads

where o v rintowloc) in conatant contact with thedir opposite
auwnbers I dndustry and governoont, discussing topicos of comnon
intor st « ot the Yhard selt?t, it is rarc to pet o 'sale' at the
first visit, wut o return call uade about 6 nonths later nay be
nore svecasaful,

1

Wit n Yleadt arisos, tho assistant dircetor or section head
and th. euvutract c{iver assigns o staf{ nenber to f.llow up. he
selvetvd sta l neuner writes o progooal which is seen by the
divisic: “unls conecrned and they nliocate staff time and henco
audgete  Uror this a evot assossucrt is drawn up, cleared with the
baglicos angger for essting, accuracy and possible cthical cone-
Fliety, woloont 1 Sy deate t0 ths 'orospect! hugefully within
Lodays LD tao YieatY orisd . {f acceoptalle, the client and in-

stitvt. Joivtly sizy the Jocuaent wiich is now an agrocment. The




stoaif— o _or osalpa. ow Loetoaeu tie tean leador.

WEov D pperaeitt Txpurizees sliows that o sinole docunent
E i '

basot 0o otaadard Lro forum cripinally checked out Ly a lawyer,
i g

U ipvevaent covprdscs o obrief lettor covoriag -

i
A———

(o7 7oie (aboot Lolinls)
(¢! fotred o7 g proas’ (dangies a Leit but gives no scercts
() Till wnd custyiece states aurber of aonths and uaxiwu
custe  Yravel and specis! cguipnent is chareged extro.
g ¥
(o) miea of (i) tean lender (i) eoutact an.

o't diteodzs ecoste and den't barpain over custsW®
AN 5 g T,

Aty izos woyosal cutidne, whiel 1f signed beeones a letter of
acreenent wioo oo f oord at Jppeniin VI

o sue. eoo sy uuiticlisnt agreoe

H

ents can be drawn up, ¢.p. with
several e oo Of an dndtatry, but theose are aore coiplex and ugually
require o lawyer's servioug for cach agrcouent to safeguard coupetitor-

1
elients 1ot . o4,

dstiunt: of cost: o507 Lireetive (22 Se tenber 1972) instructs

that costs ooould Lo elarpe or Uio vasis of the foruula -

er

(Staf Sl o+ uaterial coats) x 2.5 less a discount.

The aucuet of the discount is to Lo gssessed by yet another ASRCT

momivitter aad rarica fron 0 - 1000 Qo onlent usoen whether

(a) 4. roscareh and sevelooment ds of value to the eeonony or

(b)

() reintisshi, cotwe:n werk for elient and ABaCT projects;

)
ok
=
i
~
b
-
<
i
[

4 oo Y d s o s r P .
(¢)Y avitity »f 2ir t. Lay.

It wire oo found that tle "iscourt” factor will lead t> trouble
and eventualiy cove to Lo ounworlatic. it is recounrented that it be

f!r,}; ;W‘,d »
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s

g interevat i be naintained and

txl‘

Piding: a 3 :

a business~ 10 1o orogeio. Yo oo civen the interval botween an enquiry
ard the Cor crationts _ro sonl 8ot ll oot e nore than o few days.

The . xose b procelure invoivi “l st.pg including elearance with
>oindividualc Lvoe ogopurd o 5 oweels do bound to los. nore clicnta
than it attrocis,

irvec v niter sorecient foooincd: For woet industrial projects

ierdnker o contract, to. wors do ualertalen by a wultidiscipline
,roject ton .’ task ioree dis ol Lo ctoer Dy the project leador (tl:e
indivitualo 1002000 elearin, their avaiszalility with their iancliate
ehitef) and 400 arount of 10 reguired Froa caeh and when being worked
bt dn auvoice oo o thot evoryboly knowo.

Supsose aoziiond wacbs oonew breoakiast foud leveloped, thon the
following Sast Joroe nioht adse Dlel an’ a tine gehedule lrawn oy as

11 swe -
Yunctl o dotivat. of uan-loys for each Month
Jan. “obe Mor. Apr. May Juae Total
Product "o o ooat (Lear loader) 0 a g 10 12 g2 58
txperinentol itohin 5 12 15 18 16 12 81
Flavour _anc 2 2 4 h i 8 24
derket reseossh 3 3 % i 5 24
¢ yoicenl 3 3 4 5 24

I

ngtww,iykkr&@ N

Chendatry {
v

Yetrition

Proccess engincering

Packaping “eve.o unt

’

The btoenr woetns sane by nrp
unl wtics acl unleas 15 is oa
antil the oo o7 the roject,
with tops of an=licors, arc ave
has sole res_ iasitility cosrlin

”
? sy

syatheais of [orual rovorts whi

b

”
i+

and taltes o0 ow-up action.
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9
la
A

B e
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o

i

e

12

ok

B e

2 3 b 4 18
s2 oa the programuce and define indivie
very large orograuue does act tect aprain
Tave larpe, cengthy project uectings,

iiim}.} »
ates szetoral retivity, an!
to

leader who

edits th.

Instoad, the projeet

¢l he gubuits he elient periolicaily




The alruta 2e of tihe aystsl are .-
1)  ito o oo oanl cifoective duveloent of skills;
i) iy oz oolitos teelmolopy transfior;
iii) 1Y weovces aay tendeney for "eupire-building” anonpot stoaff;

it Coevelors canasenoat skidl o at all tevels.

A rens oanols tarcot would Gooto endzavour to obtain 295 of thoe

Corporntionts focone {ro. contraet regeare: within the next five yoars

,ditioual doevie avurces s Toe Clositidity of winning augport

fro acoro.riale iuternaticoon: foonlations should be explorcd.

toe nlgo s for enzigting the livest interest and financial sup-
oorty usualiy o tax Jeductalle businoss cxpcase of industrial orraniza-

tions nad sxesutives wiodel hasg Sove suecessful in uany parts of the

worl Dy dis t o costaolishioont of an orranization f "lnustrial ossoci-

ates of the 07, “esearcu corporatien". . roval for such a plan must

be given Ly t:: oard and on no account must the organization be di-
rectly concerned with the Jorpoorationt's policies or have access to con-
fidential i:lcrration. Th~? ueucors arc accorded some benefits such as
an oceasionnl soainar ov soeeiel gummary reports on a topical subject

as well oos Lho (rivileg: of a reasonable awount of information services.

dewnership iz usually licited end o gradunted subseription fee structure

I8 |
P
bt

smployed.s  hou agortant than th. inconmo, however, is the direct in-

tercat of legoaing industriatlistc in the welfare of the Corporation.

Bowever that vewmbership is not an

e

1t masl oo clesrly wnocrotol

o

-

alternative to saving worl: carried out by the Corporation under con-

tract.

INTERNAL AL-OCLTION OF FUIIDS

w—

It is recounended that overy effort be made to reduce the propor-

tion of tho toial funds availablis alloeatsd to asalaries and wages frou

the currcnt 5/ e/ to about 500 an’ inercagsc oxpenditure on equipnent
. and support Tool ltics fron the current 0.4, to something in excesso

of ‘2’}11‘ .

1

This ean sy oo oachioved by (a) retuction in staff nunmbers, (o)

z ”

increase i ic. 2 without stalf incrcases, and/or (c¢) reduction in




NS

wi w¢ eongidored undar 'stafl problens? later

[
e

overheod costu .
(. has ceen described and it should be op-

,

and une wenss o4 achieving
o zadur (c)e

sible to ol coconouals

ACCOUNT LG

My osogoa0 DL bs sugpeotod thnt the accounting systen be lrprovad
e othat coocilie Jdnancial infornation can b2 srovided to tup aanagenent
cach ooty Looasoist 1 the doelaion waxding processe A copy of a
visathly rooorl o thio typo by tho scerctary/treasurcr of an established
Jritich dndonoviont eontract rogearch urganizatiosn has boen left with
the A00CT roareoont,

On pag. 0 it was furthsr sugpgeosted that the financial status of
caek dndividun. roesearch proejeet chould alse Lo given to appropriate

porsonnel wmonth s,

For this Ye o don: it is nocessary to pive a number to cach pro-
sjeet (the wosi sos of{ice dous thio) as well as for 'overhead! aetivi-
tics, ote. 20 for ail mombers of staff (including the Dircctor) to be
provided woaoy with o time cart or which is reocorded each evening the
time apunt on iudividua! projeets or overhead netivities against o pro-

jeet or adminictrative noascer.

On tho Losio of thos. time saeets cvary projeet leader should re-
celve a note sach moata oo the status of his project budget thus cna-

biing him to cooteol the astivity ou projocts for which he is rospongi-

POLICY AND 4 o1

The reecustitutel
fining the Tococrvationts pcliey an? HuLiieizing this internally and oxe
ternalliy. /s o Lasds for Jdlsoossicn it covid bDe something Vike the

frilowing -

Policy: Thoe Jpplice Ueientific Rescaren Corporation of Thailand
rof

¢
(;5R0T) de an iniegenicat nen-profit rescarch, development and con-
sulting orgaslzation speeifically sct wp in 1964 to help induatrial
sguipped and staffed to help individual

develnpmon i

i
[N
L
3
o
&
L T S
[
o
.
et
et

companics on o ooon




(i) to improve exiating and develop now produets and procesven;

(ii) i th: golution of company mancfacturing and uarketing pro-
Lleme and to provide alvice on:

(1ii) the development and use of local raw meterials;

(iv) the application of the results of technologieal rescarch

whsrevar eonducted on a natiocnal basis or to mhet individugl

corpany regquircnents.

Plan: 4 corporate plon shovld bz drawn up annuplly, at the same

time ns the Ludget is programmel: together they becoume the "ludget anl

Plan" for the yoar.

The plan should be Arawn up an!l designed to make ¢ffective use of
the Corporation's reguurces to sarve the country's industrial requirc-

mentg and ghosid be haged on three infourmation scurces:

(i) The Goverancat's Third National Econowie and Sicial Develop-
went Plan 1972-76, which ig not very helpful as besides
strzssing the nced for developnent of agro-industries, the
cualy guidanee it gives to ASUCT is to recapitulate the work
programue curvently in handj

(ii) The findings of the propssed L3LCT industry survey as de-
seribed below;

(iii) Sueh ideas of the Ccrporation's rescarch and developuent

staif as are reasonably assured of industrial support.

Once the plan has been drafted by the Programue Planning and
Uvaluation Grou; on the basis ol inforuation provided by the research
and developrent divisions, the Director will discuss it with senior re-
search and development personnel and if necessary anend it before sub-
mission to the Joarl for approval. Once approved it should be wade
known to the Corporation's rescarch and developuent nanagencnt at all

levels.,

ASRCT PROGLAMI

The overall Corporation's woriking programie, is a synthesis of the
individual orograuses and projects as is the case at present, i.c. it

is an expansion and itenisation of the corporate plan.
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Cowvont pronrgLte o the current sverall programe-—officially

cade up of L0 copgravoes aosd 309 projeets vius sundry "aisecllancoua

.

iovostipatio o™ o0 Wepufiduntial it astizations” (soo pp. 13, 14 )=—

e
£

s clottore ™ o wibl Moo foten, "teridiaat:d" and "guspended® dinsesti-
gations, it io reeooiondo” that thege latter boe renoved froa the over-

ail plan. 7o resvarel an o Jovelopoent division heads in consultation
with th. o, o riate soetio s Leads ghould then exauwine the larpge number
of pregracoou/ rojects isted as ".oot started" and decide whether or
wt they oo v activate s i€ ot they should be rouoved,

4

aftere ©ode Lo Progranne Viansiy; and Ivaluation Group in associn-
tion with o oropeciate rooeared and develspaent personnel should cvaluate
th. current 20 Crograu..os pad 71 projects deseribed ag "active" and ad-
vise the Pixecior which 10 ids o cicion gbtoul! bo retained and whieh

0

should be tocinatoeds Tational cool ant industrigl feasibility should

Lo othe wpin 2riteria in thiis evaluation process. The "uisce!lancous®

et
(oo

and "ecoufico o tial" invoglipations shoul ' be siuilarly cvaluat.od and

ve ghuul.l Po oconvoerted dato prograimies or projects and

poin

hoasoe that soov

those ecatoporios Jioseontine ot

ctotos 0 of this toeagthy wut ocors 1ooovtant cxereise, thoe Jor-

o

oration w0 Tavs o overr woh o reeduc.d Vol oo realiatice

o

Jrograniie rd-
wegeatatl . 007 Lo Doo ormatior Vs gorrent uiiilo and dnterest.  This
sifting [ voc.oo wit, foovitably woreas: nany res.oarch staff who woulld
thes b aval oo o0 tu carr, vt any oW invoatipatioss that are shown to

o

be neevasary o, Yat o oro, os.e o Miocustry curvey".

Proooged ipdustry survey: cacy catiosnal dndustrial rescareh in-

¥

stitutes u. oriate o suivey of al. seeondary industrics in thoe country
to find the S0 of teclndcal serviece that iu required and froa which

it will rec fv0 guiport sevor. counencing cnerations.  SS5UCT A1 not

St thie,

It is woco onde! that [ 0027 wrilertaltes sueh a survey liudted to
invdustrice 20 153 ows aroas of ioterest, <.7. zhenical industry basel

an siologicar tateris’s, essoeotiel cils, fernentatioson industrics,

actals and 0 Lenls dAndustricse. This should be done by a suall tean

# 1

ted Af Losed ' oy e Direis. rxporit necording to @ pro-arranged Dlaa,

i3




Jefore this is done lowever /5°CT to: mnanageuent should have dis-

cussions witii:

(i) Governnent ;laaning aid deveiopuent agencizs

(ii) teading figures in industry

(iii) Isdusiérial associations and Chauber of Conmerce

(iv) ringucial institutions concerned with industrial develop-
net to get a "feel" [or industry's needs on the national
scale which should uaks the survey uore useful and less tine

conauming.

The irforuation re ealzd by the top level interviews and the survoy

should provid: o sound :asis for futurc corporate plans.

BUDG:T: COLCILATION AIID 2iD53UTATION

On ppe 'k, 15 the cifficulties experienced by ASRCT i. drawing up
and presenting its annual request for financial support following the
archaic systen laid down by the goverunent were outlined. It is sug-
gested that {le¢ Covernar, in coupany with his counterparts in the
scientific povirnnent serviees (dinistries of Industry, fgriculture,
and pPublic calith), shouvld preszat o reasoned case to the Judget Jureav
explaining that running a large and couplex research operation is quite

unlike runping a convontional governnent dapartuent.,

There is o ‘recedent for this in uany countries where only a brief
outline pla~ sujporting spucific requests for financial support frou
the national treasury is required. Acceptance of this tuchinique is
based on the kuowledge that seierntists are as responsible as anyone
else, in rescareh it is inpcssitlc to anticipate events in detail, cer-
teinly not 10-22 months ahead, that they flourish on flexibility and in
any event they Lave to account for their stewardship of public funds ot

the year cend.

It alaso hLelps enorucusly if, when presenting the request for finan-
cial support to the Budget Zureau, it is accoupanied by a brief, easily

understood roport on the last ycar's activities.

0f course i{ the Corporation is successful in attracting contrac-

tual support freow industry, then it will be in the happy position of not
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being oentic. - Toocndont uoo b sovernosat for its livelihood. {u

aay case Lo cosedure Lo b awspted o cowpiling the annuwal budget is

the sane, dleoe Lo Nireotor, about % vwatis belor: the fiseal year onds,

3

aske thoe di-tsio an geetis | cads to draw up a divisional budget and
regearely progeasie witl orioritics for She following year. These in-

dividual v os:’ Cropro s arn! financial requircuents are exanined,

editel and oot ol by the 2rogratie flanniag and Bvaluation Group
rior to suliission to the Directir. The latter, after reviewing the
entive progra.ci with Yoo divisicn/section heads as a group and sgtis-
fying hine 217 thal th. roposol prograncc, prioritics and budpet are

2 . . :

realistic a.. 1. leo ias th the objectives of the Corporation, wil!

i
subwit theoo to the 2iar’ flr its consideration and ultinate aporoval.
i

Obvivue.y 6 all ~ood ileas are generated at the tine of budgot

&

Jrecaration, 5o Jdrecturs Lust Do o civen goiie flexibiiitys. 7o this ond
it is devira. . to cobaliis sove "froo" fuulas, often 5-100 of the

budgot, whiic ol oo ool ot 7 Jiscerction of the Director.
I€ tho o 5ot reguest is evt back by the funding authority, the

JPocess gocp Lobs reverse ant tae Direetuy, torether with the division/

section hoa's, roaportiong the ivtor al atioeation of funds.

Sera s aws
SN
i

O pare 5 1t was _oiite! sut that with a cayroli o approaching 400,
SEOIT Lims avoul o0 uire shalf than the fundas at sresent available can
properly oo ol and furtl srmorc the nunboers of "support" staf{ ar: far
too Dighe U0 esc the total nunner coployed, particularly support staffl,
is reducced or  rigent [ooidl g, the Zovooration cannot possibly operate
efficicntlys 1. sther words this rovlen although dif{icult nust be

'ralt with as a wabter of vrooney,

6 the Goveraor, i kee ing with Thai tradition, is not prepared
to Meuiss otall, then sone uetho! nust be found to transfer the surplus
to suitablio il ioviont elsewhere. The Taiwan Union Industrial fHescarch

:

Institute wheo Iaced with this urobieu in 1969 reduced its staff of

s oy

over 600 to loso then 00 in two years by transfer to nationalized in-

dustries wiic. wers in te.l oY _Urponnel with techuical expericuce,




Neervitaent should be selective and systematized and kept to an
absolute niniua.: until the staff crisis has been solved. Nornmally
anticipated stall requirements are included in the budget and plan.

PERSONNEL POLiCINS

- aiemie—

An excallieat UJIDD report provides guidance on personnel sroblens
£

£

and policics.” The two noints refeired to earlier (p. 16 nowozly reg-
vlar assecosmcnt of staff members' capabilities and provision in the
budget for and sotting up of training facilities are both adequately
covered in this publication. Ther: ie an obvious need for upgrading

the ASRCT Serscmel Unit to Lring it in line with modern thinking.
INCENTIVED
staff incentives cf tihe typc uwentioned on p. 16 as well as others

appropriat. *c Thailand shoold be studicd by the personncd officer who

should ther advise the Dircetor on their possible implenentation.

PUBLICITY, FU3LIC T.uLATIONT

—

ASOCT should either reervit a public relations officer (PRO) or
engage thc services of a professiocnal organization in this ficld: it

is not & job for anateurs,

Public relations involves a conprehensive prograune to acquaint
the publie and possible sponsors with the Corporation's existence, its

skills and facilities, and as opportunity arises of its succ:sses.
Well tricd techniques arei-

(i) Produetion and disscuination (using a carcfully thought
cut oailing list) of a "glossy" descriptive brochure,
attractive leaflets deseribing separately the various
funetisns of the Cerporation and of course the ASRCT
“egearch Nowa.

(ii) irticles in the technicel and lay press, use of radio
and ™ (¥I57 aius to get at lepct on nentiou per day in
the national press).

(iii) Tells by stafl nenbers at weeting and conferences.




- A1l -

(iv) d it oat & s Cotraccs alls of the Corporationts

. in oo
(v oo tayay Wheeo e Juorporatisn's laboratories oand

VoSG, oLs o ar. .o 2r to dnspection by inductrialists,

g oand cther interested individugls

vie abtond Ly i
S beoo T aurewuss Tooiy ool i Ucrway uight be found wsefu
ia Thoiden’s 00 v ey cac’ yrar cbout 430 oosplo are invited to at-

oot the atiooar o i woseavel Logdguartira, when the hoeads of 20
cesooreh Lgtlbotos are vael al owed 7 Liautows briefly to deseribed -

*

witi visunl niog o« tho oacticitice of thidir institute over the last
veare It ds coisiiered v 30 go 1 ortact that the Zing takes the
chnlr aad oo Loob cdiodigt re oatitens.s Jliu i fullowed by questiong, an
'SR I B 75 A1 ceroan gacuicice, the whiole wperation being coupleted

3 4 B e
i LWe Liuullde

s S . Cow Yo [ T

hyt oo e S DU Dag anounfortunate tuage Hecauvse they think

it i o omer o b L soart i te Jlse dte aene is cousidered by wany to

TIAL recoct b thie Dupaer, SO sl ld e coupictely divorced
fooo U0 a0 Dhs ocract fro o sovirancrt should cowe direct and not
through tial o ve 2o Jhyales) roaoval of YRC froo the 3ang Khen
caiius, oltil o diffdeuvit, wo o0 0 cwet o dnorove the Corporation's

iaan..

T /500 i b0 be recooiedy ilo cow naae should be shorter and
have initiais Lot arce Lasioy orevcibored and said, of. XIST and AIT.
e Tneoo Codttes favours “laticnal Lpplicd Research Corporation

(AnC)Y, an o Uur aae wortl considering is "Meseareh Corporation of

Thailand { o0ov,
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SUMLARTEED TLLCOMMINDATIOND

411 the rocomeendotions made in Fart 1i are aimed at converting
ASRCT from o resesarch orientod organization inte an indusiry oricnted
business operation. 7This involves a fundamental change in thinking
and operating puiiosonhy on thz part of the toard and the Corporation's
top managencnl.

o2

To this oo the foitowing specific reconwendations are wnade :-

Recommendatica i (. 20)

The Covioration's coustituticon as laid down in the Act of 2.i.
2506 should .: rewrititene. Provided the Doard is prepared to run /ORCT
a8 a business operatiocn, it should continue to be an independent autono-

nous body.

Recommendatic: 2 (-p. 21-27, 33)

ASICT's na.ageneat structure should be so siuplified that the Tor-
poration can operate as a single ontity with clearly defined objectives

and responsililities (sze Fig 2, opposite p. 24).
The principal changes recommendad aroe:-

(i) wwo existing cantres and one group should be wound uwp or
transferrcd elscwherz, thereby narrowing the Corporation's
arcas of activity.

(ii) 7he Soard should be reconstitutad and its responsibilities
redelined.

(iii) Theo current confiieting responsibilities of the Governor
should be divided vetween a Chairman of the foard and a
2his? executive.

(iv) The chief executive (responsible for all aspects of the run-
ning of the Corsoration) should be aided by three new non-
executive staff groups, nanely: a Prograuae Planning and
Svaluation Group, & Director's 0ffice, and a Public Rela-
tions Office.

(v) The eurrent operating rescarch institutes and centres should
disappear as s:parate cntities and be absorbed into the pro-

seaed aow gstroaniined stirueture as ssetions within throe

),
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summarized lecommendations

Lew Coneticong’ o wivisiono.

(vi) © ooop. Cour aserating and support divisions (iesearch;

rvic.u; gnd Aduinistration and

sooical Sewvicos) slhiould Lz headed by amsistant dirzctors
vitooclearly delived aad delepgated responsibilitice.

(vii) coover possitle, incustry—oricntod projeets should be cor-

riecoout Ly muotidisceil tine _roject teams drawn froa the

o roupriat: divisiuney szeticns, 2tes, vcach tean to be under

Lo D ecudrol of o osroleet Ceador,

cecomacindatio o (2. 27)

rreo L Moot cuek" 14 developuent work at the piiot plant
stage shourn o overcuisy oy asans of new accelerated "scaling up" Hro-

ceduves tae o7 vse of oxisgting crant Colonging to interested cou-

“ceoumcadation o [, 28)

AT nhoo i st wr o and cperats an industrial advigory, corsultinge
i ] L

aodotrouncs goeotiog swionsior seovies - to oo naved the Industrial
FSLUALATIL S

Sdvisury Ser:ic&k\yi3; 3o the existirg Jarkotiag Study Unit.

[E A

A
Dertomendaticn o (. 30

#

AGLOT s oo el tu owin 20, of its incone by 1977 froa contract

researche L is will iovoive o osper oand contiauing contacts with ine
r

Recoumendation o (p.. 35-37)

(i) b Coerd sliuld deline aanealiy a eorporate poliey and slan
Wil o Ueyaar projectlio.

(ii) " cxisting /3707 overals prograaug, after individual pro-

1 Y

Jeet evalugtion, ghoull ¢ greatly reduced in size and scope.

fov rogcebs should e o dntrodueccd int. the programe on the

w

s * -

caslo LD InToroasicn sotaiaed feow Lhe proposcd industry

Cereye  JCovuinizations with dndustsy oust boe greatiy iu-

croved and cctentiel indusirial partuers identified bofore
&

R S T S, o . . 1
5&&”3»;‘“‘«:‘ LW O DEBRLTCIY e
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Sunsarized decommendotions
T

Recormendatisn (pp- 39, 58)

The btuilget*ing srocedure shou'd se modernized and streamlined and
the internal! a. 'ocation ol Zunds drastically reoriented. The accounting
system should se reorganized to srovide management with meaningful fi-

nancial and coul datsg.

iecommendatios O (pp. 39, 40)

(i) 5o ‘ong as the snnual Hudgel remains at about Z 20 millioen,
8 way must pe found for reducing the total stalf to about
2L

(ii) rocoonnei poiicies and staff incentives must be reviewed and

2

ndoted and training schemes initiated.

Kecommendation 5 (pp. 29, 30, 35, 36, 4l)

Lvery c¢ffort must be made to "liberalize® the Corporation's activi-

ties and give them a sense of urgency and practicality by such mcans as:-

(i) Ciecar definition of like Corperation's policy and plan and
dividua! responsibilities lie.

in
(ii) ©:.cgation of rusponsibility with corresponding authority

(iii) iradicet: the present cystem whoreby permission has to be
obtain:d froo tigher sguthority before anything can be donc.
Jncourage dersonal initiative,

(iv) . cducc the number of weetiags und committees by 90% and the
amount of paper uged and replace by personal decision after
informal consultation,

(v) Tmphasize intcornaliy and externally that ASNCT is not a
government department. 7o help achieve this, completoely
divorece ASECT from 11°C and consider ronaming the Corporation

to give it a wore modern ane independent image.
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5 othe sucoeste roesumendations require o fundaocntol oo ce dn
whaooh o ant sethod ol suration, it is obvious that Ll coUT Dmnan ot
. .

wili roetueir Jnttier cuddones and backing, at lesst in Lo rarl o gtoooo
] i ;¥ ?
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troct rescareh orpganization in o developed oousior Lo crevide
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goilnacs, training and backeup sirvices. ol oo osointlonship
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v

sxiaten Jor thiree yoars boetwoen the Yorean iou

“eioners an! Teclinolopy (ﬁlﬁ?; amd the Batt.i o . ooorind

(i, rowil. the wervices for o perivd of up ¢t § o S5 7 4 oran
Soerivnced in this type of work as adviser to oo o
iroctore  OF tae two alternatives the first ic o0 o Lroe

T orocd out srobably will havoe to depend woon od
frovonoesentry DRaviag the roquived type of regearo. roonigoe
tivo, cate Canala, Vorway, Jvited Kingdow or foo 1 0h
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Yo assistanes of o MMETY exovert uay he required fur 8-, ontls to

Ao owith tue oroject ianager the proposed lindted indug?

ey
VN

i,

e s e ~oaectval visits could be uwndertsken by a J~nan oo o oie

cigtins of tho Lart and two appropriate (S .CT stafi oo oo,

T masistances of this nature shovls o cun itionnl

0T of the roec i otions

Leditowae neew ctanes and duploientetion by
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ACTTIWLIDGEMINTS

e writer is indebted to the aany people who have “ot o0 In tio
exeevticn © 7 thig oissione In particular he is uost cente ol e the
Govercor (Dr. Tab "ilanithi) and Board of /SLCT, the Jetinge Govoeraor
(Dr.+ osn Indrabarya), the Director (Dr. Kasen Balajiva) e... stoff of
T.1 anl the Corporation's other institutes and centrea, o Lo N1I100/
T .1 rojeet ianager (Dr. C.L. Wrenshall) and his colleagaes, .o the
Up. esident Tepresentative (Mr. Thouas F. Power Jr.) ast Uls stafl,
and last but by no wcane least to his counterpert Grougp Ca taln Lo

gsatrathaya.

[0 Y eRe G PN Woudward
24 ovonher 1§72

WAFERTNCES AND RECOMMENDED READING

1. ,O0CT Seicnee Poliey Studies Unit: "Success in tho Urazsfor

of Teelnolory from . 8LCT." July 1972,

2. Tl Woouward: "Organization of Industrial Tesearch Teotituten

an! their _elationship with Clients." UNIDO putileatlicn
1n/.62/°.11 lated iarch 1967.

%, Industrial lescarch Institutes: I. Project Selecticn anu
ivaluaticn, IT7. Finaoncial . doinistration. UM Suilisavion

Ly 007 scord of ueeting (71.11,08): "Independent Jozstltancy
and Contract liesearch - How it has developed anl low it

operatcs.®  (F.N. YWoodward).

5, LJle Saos and F.N. Woodward: "The Manageunent of 1witi-
Jigeiplin: Projcct Teans." Cheuistry and Industry, 1987,
g 1890"1 896 .

5. 1e8e Hiscocks: "Personnel Policy in Industrial _cooarch
Jrgenizations . UNIDO Cublication IDAG2/1.8 datel 3 iiareh
1967,
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G Qctober - 24 Tovemuer 1972

AP0 o SCLaTIVIC il O SL00ATTION 0F THAILAND

Aoard menvers -

Tab Jilanicai

‘iells Chakrabaninv vensiri Chakrabandbu

Mr. denoo Duvansith

Br. Praprut 'a apars

Gencral Nety Ceuayoudlhin

staff members -

Technologicel esearch Institute (T0I)

Dr. Kasem ialajiva
Pr. suan Varduaganbhuti

Dr. Jancha * 5awnkdi

Mr, Nitasana izhitakul

Governor

hector iasctsart University

Cecretary-General; National
Teonomic Development 3oard

Rirector-General, Department
of Geience, Ministry of In-
dustry

President, Family Plenning
rssociation

Research Director
Director, Mietechnology Group

Director, Chemical Technology
Giroup

esvarch Services Unit

Agricuiturcl ro.ucts lescarch Institute (APil)

Dr. sarong Chowchalow

ieting Qescarch Director

sovironwental sad Jcological _esearch Institute (ZERI)

hr. Yoon Ilniraniarya
Dr. Dermpol .atcsuk

Dre Hellw Bellure

Inatitute fox Developuent Studics

Group Captain lora Satrabhaya
Mre Martin jall
Mr. chaichoyor Uathovilml

gearch Director
Savironnental sngineering Unit

Migratory Animal Pathologieal
survey

;eting Reosearch Director
Seience Poliecy Studies Unit
arketing Study Unit




Scientific an. sduminilotrative Serviceg

Appendix 1, page 2

(Departuwent/Centre Heads)

Mr. anants Chintakananda
/VM. Pranote Cheuynak

Mrs. Chalernwen Choosup
Capt. Prabhai ’zonil

Pr. Prasert Lohavanijaya
Mr. ‘/adanyu liathalang

Mrs. Suparn Chansawasdi

Col. 3uthi Sangsonuwong

Mrs. Aree <{engpol

UNIDO Experto

Dr. €.L. 'renshali
Mr. N.L. Vake

Dr. G... Zirkondale
pr. C. Chu

Mre Reno Ferguson
Dr. .7, Hunger

Mr. G. Gaczynski

Mr. J. Overgaarc

INTERNATIOI/ ..

sdminiotrative Jervices
Technical Services

Thei National Docuunentation
Centre

Instrument fepair and
Calibration Centre

Centre for Thai National Re-
ference (Collections

Notional Building Research and
Development Centre

CJomputing Service Centre

Centre for Thai Nationol
standard Specifications

Budget Officer

Project Manager

Conuercial Developnent
Structural Clay Products
Chenical Engineering
Industrial Zconouist
retallorgist

‘ubber Products Technology

cuilding Materials

GOVIANMEN Tal ~AND NON-GOVERNMENT ORGANIZATIONS

United Nations Development Prograune (UNDP)

Mr. Thomas Fe. Power, Jr.

Mr. Nils laoa-3ricson

National Regsearch Comumittec

Dr. Pradiath Checaakul
Pr. 1.0, Biilicl:

Asian gnatitute of T@chnolagz

Profeassor F. U .D. Williang

Negional Representative

Industrial Developuent Field
sdviger

Sscretary-General
UHESCO Science Policy Adviser

Transportation Engineering




Board of Yoooot iont

Mr. Sonporn ooyakhuptn

Indugtrial viopice Corporation of Tuniland

Gppendix I, page 3

Jeeretary~Gonernl

Mr. Tos thartvacon

Beportment of I uctrial Cronction,

Manager, Operationa Departuent

Hiniotey

of Immﬁtr”ﬁ

Industrice Serviece Uuit

Wy be ot rh
Sl RDG LTI

Mreo Vandi
Mr . J -D . 33}. {.V';t

Textile Indvsirics Division

Mr. ¥F. Massao

Aritich Ooloooy

nolin

“Ar. .. Huryo!
Mre Je Peat

1

Tre Je Gronooos

Canpdign Jabusoy

¥

Mr. Lance Dallosy

Vsl e Slubsosy

Mre Frederiec:r 7, Jiumcng

“dr. Douald . orsden

Mre el JGEEL,.SOXZ

Mro David . Cteinberp

Duputy Director
UIIID0 Marketing Expert

Textile Technologist (UNIDO)

degy Development Departuent
seonowiast

Comnereianl Coungellor

pirector, USONM/Thailand
Deputy Director, USOM/Thailand

Chief, Privatc Interprige
Divigion
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JORING ChnTaMiiles JO5 DIOCHIPTIOH

The Chairuan's regponsibilities in addition to those laid down by

statute coul! include the following:

1. Public re.ations:

It is most important that the lesearch Corporation build up a pub-
lic image as & top rank independent industrial consulting organization.
In addition to the use of normal public relations techniques (brochures,
radio, TV anl the press; cominars, open days, etc.) it will be necessary
to make and maintain high level contacts with industrialists, government
departments and cother reoaarch organigzations in Thailand and abroad.
Because of the Chairmants position he could make a significant impact
with such bodies. /nother important responsibility of the Chairman
would be to sheak at high level meetings and conferences ot international
and naticnal levzl not only on the activities of ASRCT but also on the
part played by Thailand in the application of technology. Not the least
of his important duties would be to receive and entertoin high level

visitora to the Corporation.

2. Liaiscn and co-operation:

It is also cssential that the Corporation be conducted in such a way
as to avoid overlapping or duplicating the activities of other rescarch
organizationc, Top level discusscions and continuing liaison with these
bodies are therefore essential and would be best conducted by the Chair-

man .

3. Support for the Corpgoration:

In additicn to funding from the Thai Government and hopefully, in-
creasing finarcial support from industry in the form of contracts, there
are many other possible scurces of finance available to an independent

national rescarch organigation like /3:CT.

4 number of potential sources of technical and fimancial support
have been identified in ecarlier contacts and these need to be followed
up energetically. In alucst overy developed country in the world there

ere lerge foundations with funls available to support research in some
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shape Hr forice Typical of those are the Foundations bearing the names
SO verl ant Leloiollor dn the US4 puffield, Wolfson in the UK and
volkswagen in Tornanye  The Chairmen becavse of his position and high
standing is i1 a uwadgue soeoition to stiumulate the interest of these
srganizations Lo L0707 in partievlar and Thoiland scicnce and technolo-
gy in generani.  Ous of tie rosponosibilities at the outset could be to
build uy ewiacis with an! stinvlate the interest of the diplomatic
ropresentatives of these covutrics with the uwltimate view of obtaining
bilateral si'es 3 this connation 7 agencics other than UNDP/UNIDO

could be cuntnetode




aPPIIDIX V
JUIOW ZXECUTIVE/DILICTON ¢+ JOB DESCRIPTION

Chief oxcevtive, the nan responsible for dmplementing the policico

laid down oy thc Toard ano cuasuring that these functions arc fulfill.od
is the Dircctore He ohoull te a scicutiot/technologist of wide exper-
ience and proven managerial ability, & man capable of waking decisions
and ensuring that they are implenmented and of sufficient stature to

enablc him to oot on equal term with senior industrial governuent and

university -ficials.

Institute -clicies, technical cbjectives, organization and future
plans are tlie responsibility of the Director, subject to Board approval

of his recormenatioa. In preparing these policies and plans he will

usually scel the advicc of his gsenior colleagues.

Project forunulaticn and direction arc reoponsibilities normally
delegated to senior aembers of the tochnical staff and their activities

are given general osupervisicn and approval by the Director, Assistant

Pirectors aul Seetion Huads,

Personnal volicieg are zstablished by the Dircetor with the guide-

lines laid Jown by the Zoard. Procedures are formulated by the Mluinis-
trative Officer and these arc executel at the respective organizational

levels accoriling to responsibilities delegated by the Director.

Financial »olicies (interngl) are eatablished by the Director, sudb-

ject to appreval by the Board. rProcedures to carry out these responsi-

bilities arc Jevcloped by the ,Lluinictrative sfficers.

Public rclations policies arc set by the Director where advisable

in association with the chairman and iuplencentation is carried out by
the Public _.elations Office or 0fficer.

gxternal contacts at the exccutive level are usually develope! by

the Director aun’l /ssistant Directors an! they nay ask for the assistance
of the Chairnan and Boarl wewbers. Contacts at the operating level

should be delegated to appropriate project leaders.

Staff training: ™he choice of programmes and selection of staff

for training will be the responsibility of the Director advised by ap-

propriate /ssistant Dircctors. Thesc programmes should formally be ap~
proved by the Zoard before iumplenmentation.
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POV IR0 S el TN STIONAL

‘rouosal Preparation

troposals s.iouid tabe the following foru.

NCOY eresesssrnan

crogpect Vunmbor
Jitle

re—————

'Follewir the liscussion with your colleagues during ny visit
to sees O ssveseessese We now have plecsure in subnitting the following
research prosvoiue for worlt to Le carried out at Inveresk Research in-

ternationgl o!

SALIGROUNT
Stats Lo eliints prolilen as expresscd to you to enable him to

cheek thet it . as boen correctiy conveyed,

Outlin. tae expertise which T¢I has and which is relevant.

OBJCTIvVe

AP PROLCT

Outline $.. rusearc.. srogramue, 2ut o cautious about listing po-
tentiolly pateatasic ideas. o noro specific about the techniques to be
wseds I ol gaoeify one detailed line of approach, state that it nay

e nodifics i0 oroved to be unsuccussiul during preliminary studies.

COBT D De 00 20

]

Ustivate contributions from all porsonncl Likely to be involved,
includiar sutsics consultants and 7ill in costing forn in conjunction
with Divigiu: “eads Jubunit this for confiraation to the Organization

Suerstory.,

T neceosoery arravge for the wori to ha phased und suggest review

periods for cacl pshascs  Give duration and then state:
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‘For tho work out ined above, we propose that you authorise a
maxinun exponditure Of seesesescesss for professional services and ox-
penditure, Traovel and out-of-pockst expenses will be charged addition-

ally at ca;t.

Out invoiec will be rendored monthly and 1s payable un receipt.!

ROPORT ING

'Formal reports will Lo subnitted at (three-wonthly) intervals and
in edditicn inforual presentation of inportant findings will be made as
necessary by telonhione and through brief letter reports. In addition,
a final report will Te subnittcd on coupletion of the work. Heleveont
members of tiu: 1M1 staff will aleo Le available for discussions con-

cerning the progrcas of the work.!

GENERAL PROVIGIOND
Include as nany as nicessary of the following:

"Qur wor't for clients io conducted on a confidential basis, and we
will treat infornation developed horcunder in accordance with our vs-

tablished prclzssional standards.!

‘Reports resulting {ron this assignment becowme your nroperty;
however, our suthorisation in writing is required if our reports are
reproduced in whole or in part for vese outside your organisation. It
is understood that the namc of Inveresk Research International is not
to be used for edvertising or promotional purposes without prior writ-

ten permission,!

'We will uvpoe our best sadeavours to carry out the work specified
but we ecannct be held responsible for failure to carry out any of the

coumituents due to a cause or causcs beyond our control.!

'Qur agrecuent may Le teruinated on thirty days written notice Ly
either party.!

'/11 icventions uade duriag the course of the work will be re-
ported to you and will be your propertys. You will have the right at
your own expense to seek protecetion on such patents in any and all

countries throughcut the world. [t your request, however, and on your
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behalf, woe will Jile and urosecute apolications on such inventions. In

thie event ol yoox oot wiesling to apply for o patent in all or any coun-
try in the worl ! fovercok Desearch international wmay, subject to having
sbtained your rior cerndssion, srosecete applications for a patent at

ite own uxooro: ant for ito own benofite!

'The enarges shown in this pregesal do not include V.,4.T7.!
ACCEPTANCE

"For the urroue of staff scheduvling, this proposal is made sub-

ject to acczitance within thirty days. If you require an extension of

this time, v ! yor plcase infora us in writing prior to seseesees

If thic _co osal we:is with your apyroval, please sign and return

the enclosed co.y as avthorisation for vs to proceed with the work.

Ve ldeclr forward with grecat interest to working with you on this
project aud wi. ovote o.r best efforts to accomplishing the work ocut-

lined above l?

Jours sinecerely,

froject Leader

Approved for 101 Aeceptod for elient
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