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PATTAYA CITY : AN UNSUCCESSFUL CITY
MANAGEMENT SYSTEM

Phaibul Changrien”

Introduction

It is generally accepted that focal government is a significant clement in the foundation
of a democratic regime. This is becuusc of the fact that local government provides a methodology
for training people in the principles of decentralized autonomy. In addition, it is scen that
decision - making and administrative authority lics within the provinee of local government.
It can provide onc of the best avenues to political and governmental development.

In establishing Pattaya City', the government adopted the cily management form
of local government, which is onc of (he most effective of those found within the United States
of America. The city has since become a tourist resort earning for the country many billions
of baht in profit annually. Tlowever it seems thal, 5 years after adoption of “‘city management”
in 1978, Paliaya is still not properly able to function within this system of government.

What is the problem and how can it be solved ?

Introduction to the City Management System

The city management form of local government shows the following notewarthy
characleristics :

1. Combined authority, Both legislative aulhorily, thal is setting of city management
policy and enacting of legislation, and administrative control are within the responsibility of
the Municipality Council. There is no division between, and hence no requirermnent for an equi-
librium to be maintained betwecen, legislalive and executive authority.

2. Classification of assipsnmenis. Authority and responsibility are proportionately
and systemalically assigned through the Municipality Council, which determines policy, cnacts
municipal regulations and exerts control in accordance with set policy. While executive
responsibility should follow the policy which the Municipality Council assigns to the City
Manager, who is appointed from the Council to undertake ihis task, the Council should not
interfere further.

3. Small size of Council.For this type of municipal executive system the Council
should not be too large. In general it will have aboul five to seven thousand members only.
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4. Only one responsible leader. The City Manager is selected and appointed by the
Municipality Council, from among able and highly educated persons. He has absolute power
to appoint and dismiss department leaders as well as municipal emplovees in general, In addition,-
he is responsible for preparing a budget for submission to the Municipality Council and for
control, supervision and administration ol all municipal works, in order that municipal alfairs
may be carried out successfully according to the policy determined by the Council. Finally,
he has complete freedom in administration of all municipal works,

5. The Municipality Council’s duty to control administration. Generally, membcrs
of the Municipality Council are elecled via the method of unified constituencies by the people
in the municipality area. They remain in office for a term of four years, having a duty to
set up policy and dircct the City Manager, that isto :

5.1 Appoint and dismiss the City Manager on each oceasion.

5.2 Approve or veto proposals put forward by the City Manager.

5.3 Control money and financial affairs.

5.4 TInspeci the accounts and administrative activity of the City Manager at any Lirne.

5.5 Serutinise works which the City Manager proposes at the Council meeting,
and Lo have authority to conduct investigations connected with municipal administration.

6. Permanency of executive personnel, This is to enable all involved personncl Lo
participate in municipal works as a permanent occupation. There is no time limit on the period
of office of the City Manager, various deparlinent leaders, or any other municipal personnel.
However it is within the right and authority of the Council Lo dismiss its City Manager, and
for him likewise to dismiss department leaders or any other personznel.

Yisible differences

There are many points of difference between the city management system as employed
in the United States and the system as adopted by the Thai government for Patiaya City. Clear
cul differences are as follows :

Scope of assignment and authority

The U.S. City Manager has authority and dulies as assigned by the Municipal Council ;
while the Pattaya City Manager or, as he is called, the “pattaya City Undersecretary”” (in
Thai ‘Palad Muang Pattaya’"} does not have powers and duties assigned by the Municipal
Council, the so-called ““Pattaya City Council™. Nevertheless, his powers and duties arc still
determincd by law - but they arc separated from those of the Pattaya City Council. Hence
there is no real administrative independence. In accordance with the centralizing tendencies
of the Thai governmental system, control is exerted by the Province and the Ministry of the
Interior.
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Security of position

The intention of the city manager system is 10 promote work efficicncy. Hence there
is no tirne limit on the period of tenure of the City Manager. He can hold his position so lung as
he has his allotted work and mainiains good relationships with the Municipte Council. In the
casc of Pattaya City, the law states thal (he City Council can conrtract to hire Lthe Pattaya
City Underseeretary for a term of four years, or can terminate the contract before the said lime.
Renewal of the contract is dithicult since, when a new sct of members arises, they lack adequate
knowledge and understanding of the qualifications of the Pattaya Chy Undersecretary. Sometimes
they have Lheir own personnel. In the case of the old set being still in office, it relationships
arc not good, there is no possibiiity of the contract being approved. If the Undcrsecretary is
harassed, he cannot demand lair treatment, as there is still no court Lo hear such governmental
cases in Thailand.

Possibility of occupational tenure

The U.S. City Manager can hold his posilion so long as he can work efficiently and
effectively, and hence can pursue this kind of work as a profession, like that of a doctor or
lawycer. There now exists an International City Manager’s Association.

But, as already indicated, the Pattaya City Manager has no such sceurity of position
and hence cannot regard it professionally. An Association cannot be established as the city
management system has only just been introduced and Pattaya is the first city to which it
has been applied.

Pattaya City administration under the city management system

The Act B.E. 2521 (1978) [ur the organizaiion of Pattaya City, set up the Pattayu
City Administration, which the government intended to play an important role in tourist
industry promaotion.

Pattaya City Council. The duty of the Council is the same as that of a local council,
that is it is in charge of local lcgislation and control of the administration of the Patlaya City
Manager. It has 17 rnembers, 9 elected locally and 8 appoinied by the Minisicr of the Interior.
The Council selects one of ils members 10 be the Pattaya City Council President, who will act
as representative of Patiaya City on ceremonial occasiols, but who does not have any position
of adminisiralive or bureaucratic leadership in Pattaya City. He will hold his position for a term
ol 2 years. Four years {ollowing the election of the Pattays City Council, the Minister of the
Interior has the power, on the advice of the Governor of Cholburi province, to dissolve the
Council and call for a new election within 3 months.

Pattaya City Clerk. The Clerk, in the capacity of Ciiy Manager, has administrative
powers and dulics in accordance with the policy of the Pattaya City Council. He musi be
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qualified as a so-called *‘professional executive’. The Council approves a contract hiring him
for a period of not more than 4 years at a time.

{n terms of administrative work, the Manager is responsible to the City Council, which
should be responsible to the local people. The administration of Patlaya Cily can therefore be
compared with that of 4 business, that is the Pattaya City Manager works as a manager for the
Cily and for the executive board at the same time.

. . 2 . .
The Parttaya City Manager™ will appoint not more than 2 Deputy Managers3, who
will assist him with administration of Pattaya affairs under his orders,

Classification of government organization

The Pattaya government organization is classified into the office of the Patiaya City
Permanent Undersecretary, and a category of otherwise-named departmental or governmenial
units.

The Office of the Paitaya City Permanent Undersecretary has powcers and duties
concerned with the gencral governmental affairs of Pattaya City and those which do not belong
to any other department or government unit. The Head of the Office has a superordinaic position
and is reponsible for those affairs which are the province of the Partaya Cily Manager. The
Office is divided into divisions of auxiliary works, personnel, public relations, and public peace
and security.

Otherwise-named divisions or units have powers and duties to supervise and be res-
ponsible for various specific government affairs, and comprize the Department of Finance,
City Planning and Public Works and divisions of Public Works, Public Heallh and Education.

Problems : overall view

‘The intention in establishing a city managemeni system of local government for Pattaya
Cily was to solve certain problems facing the city. These are :

- Problems of public peace and security that affect the tourist industry at both the
local and nationat level. Pattaya includes people of many walks of life. There are unemployed,
vagahonds, beggars and the like; and some tourists find their security of person and property
threatened and are taken advantage of. The police are unable to keep the whole area under
surveillance.

- Problems of deterioration of the environment. Pattaya does not yet have systems
for waste water treatment and discharge and garbage disposal, and In consequence the
surroundings lack beauty and are unattractive to tourists.

- Problems of city planning and control of coastruction work. These arise because
Pattaya is growing very quickly, There is a lack of planninng and control of land use. Construction
work encroaches on public lands and on the sea; congested, unregulated building obstructs
ih¢ view and facilities for parking cars and mooring boats are chaotic.
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Problems of public utilities and health, Availability, for example, of parking lots,
traffic signs, or clean water, are insufficient for increasing public needs.

So far, though Patlaya has been established and administered under the city management
scheme for more than five vears, the existing problems have not diminished, some have doubled
in magnitude, and others have arisen within the mechanisms of administration, law and regulation
as well as from an inadequate budget, to impede Pattaya’s progress towards its intended
objectives.

1. Structure of government organization and of powers and duties

‘The present structure of government organization in Patlaya City creates complications,
since there arg five divisions, that is : The Office of the Pattaya Permanent Undersecrctary,
and Divisions of City Planning and Policy, Finance, Education and Public Health. These
divisions are all on a level with one another, belonging directly to the Pattaya Cily Manaper,
and lack supervision by permanent officials.

In addition, there is much important work which must be donc bul for which no unit
or personnel have direct legal responsibility, as for instance public relations, public parks and
relief work.

2. Provincial control

The law specifies that in all matters which Paliaya Cily submits to the Minister of the
Interior, it shall be the duty of the City Manager to submit the matter through the Governor,
who then offers his advice to the Minister. In fact, it is found that the provincial authorities
frequently hold back the request if they do not agree with it, even motions approved by the Pattaya
Council. Ultimately, approximately 30-40 matters have been frozen at the provincial level,
causing business to be delayed, in arrears and out-of-date. Because of this, it often happens
thal matters are taken to the central authorities directly. In some cases, therc is conflict with
the Province owing to differences in the regutations, for instance over apening hours of enter-
tainment places. In addition, in cases where Pattaya City can conlact the central authority
directly, it does not only have to submit the matter o the Ministry of the Interior, the Province
takes the view that it should be submitted to the Province as well : this causes many unnecessary
obstacles.

3. Relationship with other government organizations

Public utilitics in Pattaya City, such as electricity, the water supply, and the ielephone,
still lack coordination. ‘This may be a consequence of regulations, methodology of work, budget
and organization. Many such utiliries are under central control and cannot proceed through
ihe Province, as there is no direct authority. In addition, Pattaya admiuistration is uniquely
different from a private organizalion, in that the latter has a responsible person who can issuc
orders immediately, Pattaya administration cannot so act, as the City Manager has no power
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to make orders. The result is problems of coordination with other government organizations,
such as delay, and sometimes a problem cannot be solved in time.

4. Management and procedure within organizations

The Pattaya City Manager, being appointed with the consent of the City Council, faces
many problems, having no full power for good or ill within his own administration. He is always
under pressure from the City Council and Cholburi Province, which tatter morcover, do not
understand their own role, powers and duties well enough. The result is complication and
confugion. The City Council, tor instance, interferes with the work of the Manager and of
permanent officials. The President of Pattaya Cily descends {0 management himself, The
Province also does not well understand its own powers and duties as the nurse of Pattaya City.
In consequence the Pattaya City Manager cannot fully manage, Apart from this, whenever
the elected mermbers of Pattaya feel that their debt is towards those who voted for them, the City
cannot successtully work towards its set objectives.

5. Personnel administration

The personnel administraiion of Pallaya City is still under the municipal system,
that is it depends upon the Province, the Department of Local Government and the Ministry
of the Interior. This is not suited to the management of P'attaya City, since the changes con-
sequent on growth are proceeding too fast. The official force is not sufficient, nor geared to
the increasing need. 'Uhe City Manager has no authority over amount of work force, appointments,
transfer or promotion. His relation with permanent officials is very loosely structured because
he holds his administrative assigment only for a short period. In addition, the city bureaucratic
system has no highest executive head among the permancent officials who is able to continue
ihe assignment, whenever there is a change of City Manager. One reason why a Manager may
resign is that Pattaya officials feel he is not their direct superordinate. Sometimes order cannot
be successfully maintained,

6. Lack of administrative freedom

Like other municipalities throughout the Kingdom, the Pattaya City management is
under the close supervision of the Cholburi Provincial Governor. It has sometimes been called
the ““Pattaya Municipality’’. This renders the management unable to move guickly, to be
up-te-date with the circumstances and conditions in the city. Morever, it must abide by the
same laws and regulations as any other municipality, which likewise gives no room 1o act guickly.
Coordination with Cholburi Province is informal rather than formal, since otherwise business
submitted will be too much obstructed, and a lot of time is wasfed without reasonable cause.
In Pattaya Cily, the peace cannot be properly maintained, as the City Manager has no power
to give orders, causing a lack of unity along the command line.
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Lurthermore, the relationship between the central government and Pattaya City is
one of control, not of deceniralization. Pattaya adminisiration, therefore, lacks freedom,
Some retired, high-ranking government officials will say of local government that ““The more
it is conlrolled, the better it goes’ a statement which is an illustration of an old-fashioned,
out-of-date attitude. One should rather say as regards ceniralization “The less control, (he better
things go”’, implying that the central government should exert only that control which is necessary
and unavoidable.

Solving the problem

The Paitaya City government is a system of city management or professional adminis-
tration which has achieved popularity by its suceess in the United Staies of America. However,
when adopted for use in Thailand it is not as successtul as it should be. This may be because those
concerned do not understand their roles, powers and duties. They do not know the rules of
the game well encugh. 'Lhus the local government of Cholburi province and the representatives
of the central government consider that the latter should tightly control Pattaya City. This
uses its legal powers te delay or obstruct proposals and submissions from the City, though
some of these proposals have already been approved by the City Council itself. This causes
hold-ups, and projects cannot be finished in time. The City find that it has no autonomy.
Proposals which are to be submitted to the Ministry of the Interior or other governmenl agencies,
according Lo law musl be submitted through the Provincial Governor. When they are submitted,
the Province always disagrees, and Pattaya City, therefore, cannol develop  its locality. For
these reasons, the Pattaya City Manager, who manages and follows up on the policies of Pattaya
City Council, is unable to work efTectively. There are still other organizational problems,
such as that he has no power, positive or negative, over Pattaya City officials, so that there is no
unily in the command ling,

As there are al present a number of administrative problems in Pattaya City, there is
also something which need not be a problem : just what, appropriaicly and io aveid confusion,
we should call the President and the Manager of Pattaya City. Some say we should eall the
Manager the *‘Pattaya City Governor’ and the Head of the Office of the Permanent
Secretary the ““Paitaya City MPermanent Secretary™ (in Thai ‘“‘Palad Muang Patraya’) and
there should be a President of Pattaya City. The writer does not regard it as significant
what name we give 10 a position - what is important is that the holder of the posiiion should
really know his role and duties and perform them efficiently. That is enough. We should
give no attention to a fine-sounding name. The name cannot guarantee efficiency of
performance. There is an additional problem of the gualifications for Pattaya City Manager,
which have been set too high, so that it is difficult to find anyone of such calibre who will
accept the ussignment at such a low salary. The law even specifics thal a Pattaya City Deputy
Manager should have qualifications cqual to those of the Manager, though he receives only
halfl the salary,
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In the writer's opinion, a solution to the problem of the City Manager’s adminis-
tration requires consideration of many fields : law, political science and management science
among them. If we try to hold inflexibly to any one rule, without consideration of other
principles, it will be difficuli or impossible to deal with the provlem successfully.

In terms of the city managemenlt system, the Council is the representative of the
people. Ideally, it should set up policy according to the needs of the people in order to bring
about a better life for the people. We may say that the Council stands al. the policy level.
However, il is because the pecple cannot accomplish what they want that they have a **City
Manager®’ or “‘Paliaya City Permanent Undersecrelary’’, at the managerial level, Lo manage
in accordance with the purpose at the policy level, that is of the Council.

A locality which wishes to use the municipality system will be promoted by the
government after consideration of such points as : whether it was ever a sanitary district,
whether the people are alert to and sufTiciently interested in local politics and administration.

In the case of Pallaya, though it had previcusly been Nakluae Sanitary Dislrict,
at the rime it became Pattaya City it was cxpanding in the area of administration, or of
government, population and services. There are no characteristics of the people that would
guarantee that we could usc the system successfully. So it was necessary to sci up the adminis-
trative form, the special form of government that constitutes *‘Patlaya City’’, depending on
this mechanism to establish and maintain a democratic foundation. Pattaya City adminis-
tration has special characteristics that combine business and government objectives with the
aim of promoting Pattaya as a tourist city and thereby to create income and prestige for the
city and the country as a whole, promoting peace and freedom from difficully, and of es-
tablishing the necessary conditions for achieving these objectives.

The local government unit that includes Pattaya City is presently urging freedom and
liberty in administralion and government, to be as fur as possible {ree from the control of
the central government. Whal we have to think about first ix whether or not we can have 100
percent freedom., We can answer that 100 percent freedom does not exisl in any locality,
since il is the State that organizes local government, which musi nccessarily remain within
the management and control of the central government - while the degree of freedom depends
upon the ahility of the tocal administration, the local income, the readiness of the people to
control their local government for themselves, and the policy of the central government
towards extending frecdom to the locality.

The abovementioned general and local government principles will provide an avenue
for solving the administrative problems of the Pattaya City Manager. The wriler would like
to make the following suggestions :

1. The bureaucratic sctting and the formulation of assignments and authority.

We should reformulate assignments and authorily at the Head of the Office of the



100

Pattaya Permanent Undersceretary. The Undersecretary should be a man who screcns work
for the Pattaya City Manager and is also in charge of various divisions. This could be done
by allolling the position of Heud of the Office Lo a permanent official on a level with the
Municipal Permanent Undersecretary. In addition, we should sei up more various fields of
work as required, for instance a Division of Public Relations, to be responsible for communi-
cation with and presenting information to the public and the tourists who visit Pattaya Cily
as well as to assist with other necessary work. It should leave a warm-hearied and favourable
impression of its service. We should pay attention to the quality of work of other newly-
established unils. Tn order 10 maintain the peace in Pattaya Cily, the police should belong
directly to the City and shouid be under the direct supervision of the Pattaya City Manager.
They should receive their salary from Pattaya City, though they may be appointed and trans-
ferred by the Police Department, It is noticcable that a government oflicial’s salary is not
sufficient 1o maintain a standard of living appropriaic (0 Patraya City. If the police belong
directly to the City their salary can be set in accordance with a realistic standard of living.

2. Provincial conirol

The conirol of the Pattaya City management should be undertaken along the samc¢
lines as those by which the Minister of the Interior controls the Bangkok Mctropolitan Admi-
nistration, that is only as to important policies and general policy outlines. On the other
hand, the Governor should have a role in the control of Pattaya onjy at the policy level, and
not in detail, such as over approvals. If he can do the latter, there will be unnecessary delay,
as regulations already exist. If we can solve this kind of problem, the Pattaya City Manager
will work effectively, as he will be able Lo accord with policy set by the Patilaya City Council,
The details, procedurc and methodology are the things which the Pattaya City Manager must
consider; while the relationship belween the Province and the Manager should be one of
coordination, enhancement, cooperation, assistance and suggestions as to work performance
only, This should be enough.

3. Reclationships with other government organizations

The Pattaya City Manager should have the power to contact other, central
government organizations directly, as the distance between Patiaya and Bangkok is not
great - the journey there and back can be made within one day. This will make for speed and
convenicnce. Tn contacting the burcaucratic machinery, the role of Cholburi Province should
be only to pass requests on, il should have no power Lo oppose them. Varicus public utilities,
such as electricily, water supply and tclephone services, should be given o the City Manager,
who should be given power 1o draw up a combined plan for these services and Pailaya City
and to achieve coordination among the related organizations.

4. Management and procedure within organizations,

The role and power of the Pattaya City Manager should be specified more clearly
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than at present, in order to prevent the members of the City Council or of Cholburi Province
from interfering with the duties of the City Manager. In addition, the City Manager should
have absolute power over the delivery of administrative services to the public. That is Lo say,
organizational work can be performed with definate success in the same way as for Bangkok
Metropolitan Administration. Examples are : supervision of public lands, records of popula-
tion censuses, government records, legal acts, maintainance of security and supervision of
the port. The Pattaya City Manager must promote understanding of the form of the Pattaya
City administration among the people, by inviting them to cooperate in local government and
make it clear that Pattaya City has the power to serve the people. This will prevent confusion
and bring the people to understand their rights of autonomy.

5. Personnel administration

The Pattaya City Manager should have power to promote and demote Patlaya City
permanent officials. This will enable him to manage properly and effectively. Permanent
government officials will see the importance of the Manager - that he is not someone who will
hold his position only temporarily and then depart. In personnel administration, it is
considered that to have power to promote and demote officials is one route to successfully
achieving a defined purpose, to successful command. In addition, the City Manager should
he able to shift or change the position of officials for approprialc reasons. It will also help Lo
improve his performance if he is allowed to consider the performance of officials.

6. Administrative freedom

As already mentioned, a locality’s freedom from control by the government depends
on its ability in local administration, income, the readiness of the people, and the policy of
the central government, Thesc factors are a matter of concern to everyone, And high rank-
ing executives of the State should join in deciding how much freedom of administration there
should be and in what areas, as a puideline to the degree and characteristics of administrative
control and legislative acls, as appropriate.

Government restraint over administrative control should be at a minimum. For
example, in Brazil inspection of the accounts is regarded as the most important aspect of
control of local government, other types of control are of little importance. The aim is Lo
give the unit of local government as much freedom as possible. 1t would be very useful it
Thailand adopted this system to control the work performance of Lhe Pattaya City Manager
as a genuine local government. would then exist,

In conclusion, the administration of Pattaya under a “city management’’ system
is not effective, for the following significant reasuns :

1. Lack of clarity over the level of centralization, power assigment, and decentra-
lization of power as well as the frecedom of the Pattaya City administration.
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2. The system and procedurc for Pattaya City are not yet developed, so that the
relationships between the central government, the Province and Pattaya are not clear.

3. The performance of Pattaya officials, as 1o various aspects of administration
and government under these limited circumsiances, is not yet developed to maximum
efficiency.

4. The administrative problems of the Pattaya City Manager arc further aggravated
by malpractice among persons involved.,

The various problems which arise in administralive work can always be solved and
climinated. This is sometimes difficult, sometimes quick, sometimes slow, depending on the
complexity and persistance of the problem. The important thing is that concerned persons
having authority and those solving the problem must have a sincere intention, accept the
existence of the problem and seek out every way to solve and elimininate it, otherwise Lhe
problem will remain as an obstacle until it becomes impossible to overcome.

The writer asserts that if there is a problem-sclving effort and dircctives sel, as dis-
cussed above, for the Patlaya City Manager’s administration, the purpose and objectives for
which Pattaya City was established will be fulfilied.

Footnotes

L. In the past, Pattaya Cily was the location of Nakluae Sanitary District, Amphoe Banglamoong,
Cholhur Provinee. As the most highly modernized city 1ourist resort, it is not suited (o the municipality
lorm of government currently being used, which leads 10 many administrative problems.

2,3 Pursons holding the position of Pattaya Cily Manager or Deputy Manager must be nor less (hat
25 years of age, pusscs legal Thai nationality and have qualifications not less than a Rachelor’s degree,
1f they have been central or lucal government officials, they should have held a position not below grade 6
and worked for not less than 3 years; or, it employees in a government organization or enterprize, not
hetow grade 6 nor less than 5 years or they may have been an executive of 1 company or limiled partoership
which is a legal person and which has not less than 100 responsible employees or a regisrered capital of
not less than 10 million baht,
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