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I. Executive Summary

The present study is an evaluation of the operation of the
Sericulture Project in Kham Soi, Lam Dom Noi, and Ubonrat land
settlements with respect to administrative and management aspects.
It aims to find factors contributing to the efficient operation of

the Project in Kham Soi, and factors obstructing the efficient

operation of the Project in the other settlements.

Ae Major findings

1. Considering the general comparative advantages and disad-
vantages for Sericulture in the three settlements, we find that;

(a) as regards soil quality, that of Lam Dom Noi appears
to be inferior to those of Kham Soi, and Ubonrat. However, in every
settlement, there are areas suitable for mulberry cultivation. The
problems lie in the selection of Project members and areas for planting
mulherry, as well as the extent of attention demanded from the extension
workers.

(b) Kham Soi Settlement has been set up 10 and over years earlier
than the other two scttlementss Thus it can be expected that the settlers
would have higher community spirit and sense of belonging.

(c) The circumstances which gave rise to the setting up of
the settlements may also confer some advantages to Kham Soi. Kham Soi
was set up to distribute land to people who have insufficient land
for cultivation, and to those who sought security from dangers
arising from subversive actions of the communists.On the other hand ,

Ubonrat and Lam Dom Noi were set up to provide land to people who ‘had
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to move out of their original cultivation areas because of the construction
of the dams. These people were, by actinns of the Government, evicted from
rich and naturally irrigated land, and settled in rainfed area of inferior
5oil quality. Thus it would take more efforts on the part of the settlement
officials to obtain cooperation from the settlers in Ubonrat and Lam Dom Noi
than in Kham Soi.

(b) Income of settlers of Kham Soi in general is much higher than
those of the other two settlements. At the beginning of the Project the
settlers of Kham Soi are found to have more savings than those of the other
two settlements. Personal savings helped as there were expenses not covered
by loans from BAAC, such as that for employing additional. labors.

2. There is the need for an effective project manager in every
settlement, Only at Kham Soi Settlement, the Project Supervisor has formally
been empowered (by the Order of Xham Soi Settlement lo. 5/2521) to operate as
the project manager. In other settlements, the Superintendents of the set-
tlements are the project managers.

3. The Superintendent of a settlement cannot be an effective
project manager of any project in the cettlement because ¢

(a) Taere arc many different projects (4-i0) in a settlement.

kb)'rﬁure is no overalled plan or design which assigns weights
and importance to various prejects in a scttlements. There is no design
for co-ordination of varicus projects.

(c¢) Peing also the ;overnor of the settlement as well as its
representative to outsiders, the Superintendent has far too much work to
be able to pay sutficient attention to the operation of any one project,

particularly such a specialized one as the Scriculture Project.
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(d) In general, the Superintendent has insufficient knowledge to desig
work plan, or supervise the detail operation of such specialized project as the
Sericulture Project.

(e) Changes of Superintendents are relatively {requent. Every time, there
is such a change, policy regarding che management of the Project is changed also.
There is, thus, a lack of continuity which would contribute to continued
development and growth of the Project.

(f) If the Superintendent is the Project tHanager, 1t means also that all
actions to be taken must receive his consent. His being overloaded with work can
cause so much dclay that is detrimental to effective and efficient nperation
of the Project.

L. “here the Superintendent is acting as the Project Manager, the followin;
problems have occurred.

(a) There have been tendencies to mix up funds, personals, materials, and
equipments of various projects. Those, assigned for one project, may in fact be
used in another projects Beins the project manager of almost all projectz in the
settlement, the Superintendent is, in practice; able to shift the funds or parts
of them from one project te anothere .1th the eoxception of Fham Soi Settlement
where th: Projoct Supervisor is the Froject nanacger in fact, a large part of
the operatins cxpenses Cunds nllocated ©o the Sericulture Project is not used
for the operation »f the Scericulture rrojcut-(l)

(L) Delays in the operaticnnl process of ten occurred, particularly as
regards the repairs of oquipments, machires, and vehicles. Secisions for repairs
have to wait for the permiscior of the Superintendent, the cost estimates of  the
repair center, and the buying of share - parts. Every step ot the process
necds  to ;o throush the Superintendent,  who aot omly  has piles of

work but also 15 often away from the sctilemoent. Sometimes,
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the whole process takes about 2 months. Such delays necessarily affect the
operation of the Project an! its efficiency.

(c) Haterials arc centrally purchased by the settlement. Problems have
arisen, particularly, as rcrarcs the buying and using of fertilizerse In some
settlements, the Superintendent, himself, buys all fertilizers to be used for
all projects in the settlem nt. In others, the fertilivers are purchaserd by
the Chief-inccountant of She settlement. In the Mirst case, the purchased
fertilizers arc not used acesrting tn the operational plan. Ilunstead of its
being use! for the central mulberry nlantatisn, 1t has becn ‘eatributed to the
settlers, with resultin., 'amasce to the central mulberry plantation. In the
second case, the nurchascd fortilizersare often fount to be old andt ineffective.

(b) Problems have also arisen as resards the use of casnlene for transportations
In seneral, it is ~ften foun! that asolene is insufficient for activitics of the
settiement. The usc »f asolene ls difficult to control, ant a creat “deal of wactce
can nccurs hen the Superincenlont is the mangcer of @ naaber of projects, the use of
sasolenc is pooled toccthers Such o project as the Sericulture, shich 1s well
supplicd with ~asolene tor transportation, woull lose a cortnin amount of i1ts ration
of sasolene to other projects or the eneral use of the settleinent,

(¢) o part of the operatine oxpenses funds, which are the xoyal Thal Government's

-1y
[RRM

contribution Lo the rroject, is Cound not £ have Seen nsol tor £ e aperation ol
Projecte Althouch,at prosent the fvojuct Supervisor knows the amount of the annual
budret allocate! to the Sericuliure roject {(Lecawse ¥illesends acopy Yrectly to bim),
he is not informed of the ancund an' Ghe time vhen the Dl io actually transCerne:

Lo the seott sment an! b= available Cor usce hen he makes a0 veguest G the Supertr.-

tendent [or the vse of the Pund, e may find that 16 or a part of it 1s no lonoer

available. It may have already been uscd Dor some other purposess
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(f) As regards the authority to give orders to cxtension workers

and other workers, it is not certain whether the Project Supervisor has the
authority. Sometimes, the Project Supervisor has assigned a specific task,
or given an order to an extension worker, or a worker tn do semething om

a specific day. Then, the Superintendent may order that person to perform
a different task, or do some other things on that specific day. The result:
is that certain task is not perforacd as planned.

(¢) Uncertain of the availability of the funds as allocated in the
budget, and that whatever werk plan he makes will be approved in detail on
particular items, the Project Supervisor is reduced to a position where
he cannot draw np plans for activities, particularly if 1t i to be done
together with Project mcnbers. He dires not make any commitment to the
Project members for fear that cventunlly conscnt Crom the superintendent
may not be obtaincd. On the other hand, the Superintendent 15 unable to make
detail plan of Projuct activitics {or lack of specialized knnwledie as well
as not cnouh time 6o pay sullicicnt sttentinn to the Projects

5 The divicion of roles beiween the Superintendant and the Project
Supervisor, as intended by PD., 1z that between administration and
manasement (ascipned to the Superintondent) on the one hand, and technical
speciality (assiyned to the rrodect Zupervisor) on tie athere The kind of
trainineg civen to the Projeoct Sunervisorg as well @s the catecory of officials
he is placed ievs nakwichalom  {bechnlcel specinlist ) shows clearly that
his job is that o»f o technical specialists Jowever, Cor reasons already
stated,; the Superintemdent coannot be an offective project manaver. And the
Projrct Supervisor coumob take on the tasks Kham Soi is the only settlemen:
wrere the Project Supervisor is practically siven the authority of a project
manager for the Sericuliure Pvoject, ol this is certainly an important
to 1ts succeuse

factor contrituting
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6. With such role division; and the drawbacks on the Superintendent
acting as the Project Hanager, smooth operation of such a specialized project
as the Sericulture Project depends entirely upon perfect coordination hetween
the Superintendent and the Project Supervisor. This is hard to find as there
are many conditions(a number of which are personal), which have to be fulfilled.
Important ones of them are as follows:

a) They have to like each other well, and are willing to spend a
great deal of time discussing the activities of the Pro ject toscthers

(b) They have to trust each other completely. The Project Supervisor
has to be able to feel cortain that whatever he does or sets out to do will
he endorsed by the Superintendent. Only thus would he be able to take
necessary actiong; when ne ded, without having to obtain prior consent from
the busy Superintendent.

(c) rhe Superintendent has to give priority to the Sericulture Project.
He has to be very much interested inthe Project, and willing to give full

supports to it.

-

(¢) They have to plan Yroject activities together, and together
with the Project menbers.

Such conditinns are difficult tn fulfil. Trusting cach other is
something which have to be learncd, and it needs time. In some settlement,
we find thal at one period of time the Superintendent and Project Supervis.e
get on so well with cach other thet LBath of them el that they both are
together Lhw Preject Nanaser in practices ovevers situation coamplotely
changes with a rew Superintendent; and the Project Supcrvizor no lenger dares

to take initiatives or make declsions,
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(e) The Superintendent should more efficiently play the role of
coordinating the Project within his settlement and outside agencies such as the
lacal BAAC, and the local Sericulture stations.

7+ There are twe important drawvbacks for such an administrative
arrangement and role division.

(a) The efficiency of the rrojoct operation depends oo much upon
pergonal relationship which takes time to develop, and has to be cultivated by
hoth sides.

(b) Tt pivesrise to diffused rosponsibilities. when the operation of
the Project 1z unsuccessful, it is very difficult to find out where the
fault lies, and within whosc responsibilitics. Take, {or instance, where the
Superintendont huys the fertilizevs ared the Froject Supervisor has to take
carc of the contral muiborry rlantations In casc the cenbral mulberry

1

plantation deteriorates, the Superintendent mny put the blame on to the
Project Supcrvizor that latiler bas neplected 1t, while thoe Progect
Supervisor may cay that the Superintendent has houpht o1ld and ineffective
fertilizers, It is wob an Infrequent phenomena in the Thai bureauacracy that,
when  gonebthing soes wrons, ovaryene  concorned vould try to pab the blame n
anothere DiffTuse] responsibilitices help Uo facilitate such shifting of
blames, which nuist aluse Indirectly cncourage  corruptive practicoeg.

8, 'or such a specialized project as the Sericulture vroject, it 1s
necessary that the tochniecal specialist such as the Project Supervisor Mo
formally piven the power and anthority to act as the (roject tanager as
in the case of Kham 3oi. in order (o be able to poertfoerm this function, he
would have to be iven in practice the eontrol ol (o) personals, (b) materic! -
(c) funds, an! () manasemcnt.

9. Considerin: the presevt sibtuation, there are at least twn main

obstacles in giving the pover and anthorily to the Jrojeci Supervisosr to

act as the rroject Hana_er. The f{irst is the traditional Thal attitude.
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regarding administration and management. The second is the readiness and
preparedness of the present Project Supervisors to take on the task.

10. In theopinion of the rcesearch team, Thai bureaucratic traditions
have the following characteristics :

(a) Distrust, particularly of the subordinates, is the main motive
for administrative arrancement and institutional regulatinns. Thus there
are repeated attemnts to control actions of subordinates by making
administrative arrvangements and regulations, which are so ripid and minutely
detailed that they tond to ztifle initiatives and reduce officiency of
performances. This Reflectd also an awarencss of the inability and
unwillingness on the part of the hicher administrators to cvaluate perfor-
mances of their subordinates by using the results of the latters' performancos
upon the intended beneficlaries.

(h) Gn the sther hand, job descrintions including limitation cof
power and authority arc vajuely drawn ape Thus it 1= left in the hand of thoe
superior to decide as to how much power and authority to delegate to any
his subordinatos. As a conscquence, decentralization depends upon the
personal Judsowent of the superdors; which are usually based upon personal
relationship Letween the narticular superisr and his particular subordinatc.

(c, Becentrailization iz oxtremely difTicult ovine partly to inher.r!
distrust, and paternalistic attitude on the part 0 the suneriors.

(¢) Personal relationshin i: highly valued. The existing patron-
client rclations, and cliques based npon such relations make ib difficult
to give fair rewards and punishiencs: accordiyge to periormances. fithin cuch
situation, dififused responsibilibics are preferee .

(e) "ighly contiralized practices are also proforred. Jihon most

responsibilitics arc civen to a person of hish poszition who has so much worh
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of various kinds in his hand, the responsibilities are automatically diffused.
When anything goes wrong in anyone section or a part of his work, it is difficult
to pin down who is at faulte. It is difficult to punish the person of high
position, for he has so much work of various ikinds. ‘Jhen only a part of one of
his work goes wrong, one would hesitate to give him punishment because some of
his other work may go well or may be excellently performcd.

11. From our interviews of officials ol settlemants, 1t appears that,
in general, most Superintendents are unwilling to delegatce the power and
authority of the Project .fanazer to the Project Supervisors. ven the Project
Supervisor at Kham Soi,who has already been acting as the Project dHanager since
1978 and has performed hils dutics excellently, has had much troubles and
conl'licts with the new Superintendent cvery time there is a change of
Superintondont therc.

12. The power, which most Suncrintendents are most unwilling to
depart with, iy the control over the Project's funds. 3esides the Superin-
tendent’s distrust of the Supervisors, the Sericulture Project is well
funded. A settlement has many projects, a number of which arc insufficiently
funded. Tt also hes a largs amount of other cxpenscz , which are not
provided for in the Covernment budoet,

15¢ 4 large number of the present Project Supervisors arc not yet
able to take on the job of the Project Hanager. they have not becn trained

n

pie

for the purposc. Additional training which iz needed for them is
administration and manaponents The Project Supervisor at Fham Sol has been
able to act as Che Proj.oct tanmier s=o well s becnuse he nas previously

been Assistant Superintondent at ancther scttlement, -nd taken much

intercst in public administration .
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the The Sericulture Project is a development project. There are a
mumber of requirements or prerequisites, which are necessary conditions

for its success. They are as follows

«a

(2) Zssentially, development activities have to be a bottom-up
process. Top~cown osrderin’ without consideration of the differences at the
local levels frequently creates difficultics at the operational levels and
may even cause canages to the operation of the Project, ce.ge The onc-time
order of :/Ds that all scttlements should use iaported eges of silk worms
without consideration of the variced capability of cach sottlement in
production of muiborry leaves. There are differences between =scttlements
as regards thoir potentials both physical and social which must be taken
into consideration by the planners cnd higher administrators before any
decision is madcs

() teeds for a thoroush knowledyse and understanding of the members
of the target {rouns [or opcrational purposes. 16 i necessary that the
Project Supervisors and thir shal s {oxtensinn workorq) set Eo know the
Project members, and potential Project menbers very vells They have to be

anel
friendsable consultants of the Froject members in their silk-worm raisin;
activitics. Only thus would the “roject Supervisors and his stalfs
be able (i) to understand the menbors' houschold condition, particularly
the availability of labor and resources, and (1i) to make suitable selection
of new Project mombers and persons U be sont Cor training, and (iii) to
know of the probloms of cach member in his <ilh worm risinge activities,

and (iv) to make appropriate plasning Uor future activitics. There is a



need to give training to the Project Supervisors and extension officers on
attitudes and behaviors towards settlers and farmers, various extension
techniques; and how to work with farmers - settlers in seneral.

(c) Needs for participation of Project members in planning activities
e«g« the schedules [or silk worin raising, the amount of ceps to be acquired for
each household etc. The Project members nceed to understand the whole process,
including obstacles and expectod problems, becausne the cach has to think of
his own potentiality and aveilablo rosources, and make hiz own plan for
silk worm raising, which matches with the plan of the settlement, and his
other activities, Comparison and coutrast between the way Chis process of
the annual plamiing 1s done at Kham Soi and at other sccttlements shows
that Kham Soi has managed to obtain participation and commitment of the
Project members in planning silk - worm raizins activities Cnr cach year.

(d) Jeods Torothe Project Supervisors and extension officers to
understand the nature »f the community in which the Project members live.
The spread of knowlodie and Lechnigques in i lkwerm raisine and milberry
growing can ulso Le done throuch menbor teaching each other and helping
each other tn wolve problems. Such oo process can be assisted Ly the ’roject
Supervisors and oxtension officers if they nnderscand the coaneni ey wells
Thiz can L Jdane, for exanples, by aclioting cone persans for intensive
trainings, or arranine sroup dlecuscions wich the atd of mass medin such as
slides, ilm shows ctes The activifics o Sham Soi alan provide Cood oxamplc:..

(¢) A= inoall development projects, thore s o need for tinely
supports. In order to obtain timely soppopts, there are at least three
requirements (i) reduction of burcaucratic rod - tape and repetitiously slow

rocess which nocoeds to So conforned helore any action can bo faden 11
A 2



all equipments must be in a stace of preparedness, ready, and available to
be used when neoded, and (iii) prior careful planning of futurc activities-
all obstacles and exoccted problems should be foreseen, congidered, and
solutions found belore hand.

() formal trainince coven of Supervisors is not sufficient for
them to operate the croject o Cthe maximum deopres of success. They need
to analy=zc vrobioms apd acquire new hnowledges continually. They have
to know of" now development with respect 1o Sericulture; not only about
techniques but al:os markeving sicuation and future prospectz. They may
have to try to acquire such new knowledse [rom various sourcess The way
the Supervicor at Kham Sol Lae denc in thig respect alse provides an
excellent coxamplo.

(<) The role of the Superintondent of the scitlemont is to oversce
that tho Supervisor ard the extenzion workers nerform their duties to the
maximum cfficiency, and that the fwwd, sgquipments, and materials are fully
used for Project activities. At vresent, there are vairiations among the
Superintendent.s of various scttlemente These range  rom interferine in
activitiocs, which the Sup(_!’r‘_i_nt{-!*(h*l:f', does not miicrs tand ,En ;)f:)'.i!l[,‘ least
attention to Jroject wotivibics but controlling the w-c of fundz, and

crealting unccessary Jdelayiss



B. Recommendations

I+ Project Supervisors should be given the power and

114

authority of the Project lianager as was done at !ham Soi Settlement by
the Order Hoel/%521.  3uch delegntion of power and authority should be
done in writin:; an' binding upon loter Sunerintendents.

2. 4 number of the prescad Project Supervisers may be able
to act as the Project laraers; previded fraining in manapeneont and
administration arc yiven to theme Such trainings should be provideds

e o Tfew of the prosent croject Superviiors may not be
qualified to act - the Project ianaier cven il training in manapement
and administration werce to be piven to theme In such cases, they may be
replaced by qualified and zultable porsong,

e Job deseriptions of the Project Supervisor and hig staffs
should be drawn un in detail and chow clearly the arcas of responsibilitices
of each piirsons They should be drim up by the Project Supcrvisor and fit
with the condition reparding the operation of the Sericuiture irvoject in
the particalar =ottloment. ihe ability to draw up sucli job deseriptions
and abtain acsroeront fron his etafi would show the ameunt of understandin,
and thinikine the sresent Supervisor has of the aperation of the Project in Las
his settlemoent.

e activigios of the Project in cach yenr should be plannerd
well and with the participation of the Project menbers o advances Probleme
and obstacles chould be Coreocen; ard solutiops choosht oF Letore hand.

o Tradaines are reguired Cor the o jech Sepervisor and
his exteonsion workey: on hou Lo acquire participation of i'roject members

[

from the planning stase to the end of the annual activitics. Trainings
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are required for them on attitudes and behaviors towards Project members
and sottlers, various extension techniques, and how to work with farmers
in general.

7. Az, ar present, a number of Project Supervigars and the
oxtension officers have already accumulated experiences in working in
the Project with Vroject neaber: aul <ettlers, rosular workshops among them
can be arran-od o that they o share expericnces. isenssion may center
on the various probloms met In the courde of tnelr work, and fhe way they
have been <olved, Lorh the technical ones, and the goclal ones in thelir
interactions with the oo joer mesbers and sctelerss Te nay include also
discussions on Cuture cxpected problems and She wiys= Dy ghich they can be
solveds These can be rocorded and docmaented for thedr woc,

Qe ariention <hould be civen roothe idea rhat froject members
can teach cach ovher and holn  ecach other ta wolve problons. This
can Lo done  ceoe by solecting suitaole persoms Uarintensive Lrainings,
or arrancing -roup dizcussion with the ald aff nase pedla soch  as
slides © Jilm shows  ctce o part of the fund may be provided for the
purpose.

v, Mhe role of rhe Superintendent acoro oversac that o the
Project Supervisor and hics ctalfs perform their detice tooche B RS RIHN
officicncy, and rhat the funde,  equipaent s, and materials are illy used

for Froject activities. Particularly, he <hould see to 1t tnat
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members. Interview has also been made of the 7 non-members of the project.
(see table I for detail) The critverior used [or meanning success can

be found in Appendix IV .

2¢ 3ite Sclectod

Three Seli-heln land Soettlemoents, [rom thirtoen  Settlemnents
which this project has been i ouoration, were chosen Uor oty on the
basis of their prajecv progressivonesse Yhan Sol, dukdahan Province, is
the sample site of the nose orficionl operation o all sctbtloments, Lam

o~y

Dom Hoi, Ybon crovines, bsobhe o sawnle sile of the loss orfisicrt operation

and Ybonrat, Yieo Yacn Ueovines, 1o the =ample of crise and bailt oib the

projoact procressieeness

dlvhon b Tvay Luan, ond

Sebviesent 1o ot incliaded in the study,
visit has boon made o Uhe Sottlement and interviews have boon made with
the rrojict Sup rvisor and the Deputy Sunerietendents o Projoect Supervisor
of another lan! soitblonent hae ades Doon Inters Lewods

This dcoes v will Fivse concioer che soneral condition oft the
three land setulemcats ao altectin e Sericul boee oo, and will
consider cpeciincally che Tactors Facillitating and obstrneting the
oneration of the sorienloure irojoor fnocach land mobbloneni. Then 1t will
concentrate <o aominisetrative and maodaonent peoblone, coalyeins Factors,
facilitatin: and hetpuetin . che colicionn aperation of the oroject. Lastly,

it ulll atvempt o ofter ooconmondationg for the imnrovement in tho

administratiocn and nana,ement.
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The Project Paper (iiarch 26, 1976) prescribes that “the Supervisors
will be responsible for supervising the seven extension ag~nts in each
scitlement as well as managing the central mulberry plantation and central
worm-rearing houses.” The Project Paper assumes that for every settlement
there will be a Cunctioning cooperatives which will handle

1.) the purchase of <ilkworm ops

2.) provision of productisn inputs such as fertilizer, disinfectant
for worm housecs, sllkworm ¢ ctce

. . . . . 15

Howevery 1n fact, the cooperatives (unctions have never materialized.
Thus these functions are thrown back at the Scttlement. without the expected
cooperatives functionin;, cach scttlement needss a project manager, or a field
director, who manages the Project in the settlement. The problems is "who chall
perform that function?®

In cvery settlement, oxcopt Kham Soi, the answer i that the
Superintendent 1s the Project manager of the Scriculture i'roject in the
Settlements And o number off thern act certain wirs like ones

There are a number of reasons why the Superintendent cannot,
and should not be, or act as 1t he 18, the 'roject Hanagers Thoy are as follows:

1e fie has no knowled o, or insafficient knowlodoo about cericultupe i
be able to drav up work plans and as:ion Specitic Lasks ko workers.

2. de has far too much vork as the ton adminisvrator of the selttlemont
and its representative to oubsiders to e able to pry sulficient attention to
any single project in the cotblementes

Jo dosettlonent o aonaber of projects for development (Kham Soi 5

progects, Law Dom Not A oorojects, and Ubonrat 12 I'rojectes Seo Lables X1, XT1 X100,

- v 9 ) Y e 3 'c' I M A . . Al .
If the Superintendont is the Project danager of oney he has bo bhe the I'roject -
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Hanager of them all, which obvinusly he cannot do eoffectivelv. On the othor
hand, onc can look at all vhese projocts as parts o an Lintesrated development
program of the vhole sebblement, ard thus the Suporintondent 1+ the Directer
of the preoerars fowever; there is no such inbooergeod o rar or overall,
integrated developnont ol of any corbloments curther fhese prajects are  on
differont kiud: of occiviclos, and obian Sund: Dron JLOlor b sonrcess The
Superintondent cavvoi lve cqual broesinent and acientior 1o all of then.
Accoerding te o hich official of o cotilonone, o Swwesintendent vill

pay special coricaiion teosnch oa pre oot which the 20D, how in e policy

eaphasizoad, e o s iect Which Poaeliis larce muers o sett Lo Gn the
setblemente Vol recontly (1901), 2 D har not enhacizod Lhe Lrportanco
of the Sericultirs Prajoct, and (0o aciivities of this iProject do not benarit
large nusber of <otflora,

A the Puogeet Shmiear of all vhe projects in the sebilement, the
Superintendent conirole 21 the fuads aad ranpower oft all the nrojectse i

i

conceniretion v Tnterest inoLarticalar oo breee ond Jicintores bedness
other projects have resnliod e St Eie Doth comoorer and et ts of Che P
from are preject tooanocaere This i loei oy vartionlarlt, e operating oxoonses
fund, ot 1o b Toval Thal Loverosont's conteihecion fe the Sericul oo
Projects Dronics Lecn sald Doothe peocde interviewed that, ool Sl o So1
Setblement, )0 0 0 hocca i srnepses fundd for Sceicudure oo joet s

acrually aid oo ol on the oot acbivicios. Tnoanll ofhern

sobtlonente, onle ahean Tl g0 e eyl 6 vacio v ewent or oactivities of
the croject (o obe 1)

~

Fivoecembor TCO5 T hae deann wp o decad L job deseription of the

Project Supervicor. they cor booanparived endor Conp headings as follows »
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1+ Supervising and planning  sericulture activities in the scttlemnt.
These include  supervising and planning For the ralsing of silk vorms of cacl.
lot, the maintcnancs aad iuproveront of the central mulborry vlantation and
individnel selberey plots o0 the members, tho tralnin o meambers in silomr,
raising, the construction of aoiors' worn-roaring donoos ued Ee orovision
of cavipmanle, «ilikworm raizing aceivibics, activiiios of oxtension woviir:,
and collection arl sales of rav o cocornse Tt inctudos the solvim of all
problems 1in sericaliure activiiies in the schtloment,

v Coordinatin: with the Trainins Center at tlakhon Ratchazima and
nearby sericulbure sub - stationss

3¢ Coordinating with 400 lecal brancnes

e Colectins data ad reporting.

=
[

This job description appears &0 assipgn more respansibilitics to &
froject Supcrvisor than hain: merely the chief’ of the extension workers.
dith plannine, anmd soapervising che rojeet activities, and coordinating with
pukside arenclor, it would aake hin o Peoject ganaor in L scbblemente
dowever y othis b deseription docs nat provide Car hin to Niwey 1n pracitic.,
the contral o the uee or e fund - and the provision of inpgits and maberials,
which are neodod Por o the perCorsances of his dutics ax she .o joct hanagor i
the Settlemant,

AL Fhioe 301 alone assiznnenty of duties and resnonsibilitios of Ghe

Sade

Crogect Supervisor and his stalle has since 19775 bheen made in weitine

bl

Ehrow b
the Order of Khan 501 Setilenent, Vochon Phanon Province, "o 5/05210 o
Assignments of Sutios to of Cleers of the Sericulonre e ject (e dotail, - o
O \ 5
Appendix 1) Theeo assipnments conceitnte  in practice m act of decentrali-. -
Elon in the roal eense shich maiwon Lhe project Sunervicor, the Lana oo o

Dircotor of the vroject Lo Lhe certlomenie core, the roject Supervicor has
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full control, in practice, of the Project staffs, the ’roject materials, thc
rroject fund, and the roject managements o shall examine theso aspects ,

one by one, and show why such o delegation of power is necessary to obtain
maxinun officiency for che operation of the Sericulture rojects This will

pe dinc through showine the hitches in andg onstruction to officient performance
where and vhon such delegation »F Houer is nob made.

e Control of Starls and .orkers  Sor Khan Sol, assignment of work

to extension wsrkors and sther workers is dene by the vroject Supervisor ard
the Superintondint does nov Interfere. Occasional hiring of labors for
improvement of the contral rulberry plantations and other works is also done
by the vrojoct Superviser. The Progect Supervisor can decide when to do so,
vhom o crploy,and o wint mbeof pavmente o will ask ar formal aporoval [rom
the Superintendont Jater, and know that i will be pranted. #or other sett bo-
ments this is not sq.

In one sctilement, the Superintendens directly gives orders tn an
extension worker  t£o do a Job whicl Uhe Supervisor hac assigned to another
extension worker (Seo casc 1, Appondix ITI). ihe vroject has three drivers,
but is able to usc only two, because vhe Supevintendent has takeon over Che
other one tn be his personal driver. Sometimes, without inrormine the Pro ject
Supervisor, the Suncrintondent mole: wse ol the cvo joets pick up truck to tin:
detriment of roject™ activicios (3o case 2, appendix TL1), s The iroject has
an officer aszisned Lo work oo Fhatsada  lecs bBuyine materials ane equipments

and storinge themy, but he haz nothinge to do in this respect boecause the



Superintendent does not allow the Project to buy materials and equipments.

The Project has an accountant but the Superintendent asks her to do accounting
for the Settlement as a whole.

As regards the hiring of laborers, as the decision to hire the workers
is not given formally to the Project Supervisor, the work on the central
mulberry plantation is delayed for over two months with resulting damages to

the plantation.(Sce case 3, Appendix III).

2. The Power to purchase andstore materials and repair machines and tool

At Kham Soi settlement, the Project Supervisor has tne power to purchase and
store materials for the Project, and to repair machines and tools. At other
settlements it varies. For oﬁe settlement, the chief accountant is the person whc
purchasas everything for the settlement. At another scttlement, a number

of things are purchascd by the officer (Phatsadi) who has the duty to do sos
However, for certain material such as chemical fertilizers which would be

bought in large amount, it is bought by the Superintendent, himself.

The problems associated with central buying of materials for the Project
are delay, loss of the materials, and the quality of the materiale. Even at
Kham Soi, at the time when one of the Superintendent took away the purchasing
power from the Project Supervisor and purchasing was centrally done, it
appears that an amount of purchased materials was lost. To obtain maximum
efficiency at least, fertilizers, insecticides, chemicals, and
equipments should be purchascd by the Project Supervisor and hic staffs. «
In one of the settlement, the Project Supervisor is not allowed to make
decision in buying materials for the Project.He has to ask the Superinténdent
for it,and then the Chief Accountant of the Settlement is the person who

buys the material. The result is that, not only the process is very slow, but
the materials ohbtained are offen defectives Fertizers, especially, are found

to be so old that their effectiveness is much reduced.
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At another settlement fertilizers are bought always by the Superin-
tandent, who always go alone with only his personal driver to buy thems
In these cases wherc fertilizers are centrally purchased, the chances that
those fartilizers belonging to one project may be used in another project

or for other purposcs is very high ( sece cascs 4 and 5, Appendix IT1).

‘e have already talked ot the case when the Superintendent made
use of Project's vehicles for other purposes. Sometimes,avehicle may be lont
by the Superintendent to other Government asencies. In casc of Kham Soi
settlement, the control of the usc of Projeci's vehicles is in the hand of
the Project Supervicor, and he would not allow them to be used by other people
for other purposcs. (Sce case Tedppendix LIT).

1t appears that in certiin setclements, there exists a jencral
insufficicency of pasnlence Cor vehicless In one sottlement, the Superintendent
complaing that the Sericulture Project uses o ,reat deal of s lones On the
other hand, the Project Supervizor conplaints that the process Cor petting the
gasolene 1s extremely slow (See cuse & appendix IT1 debven ot Kham Soi,
the problem of the seneral incufticiency of pgaszolene for the ccttlement ie
an important issuc for arzucrent, and aoreason Poroche decsire on the part of
some Superintendent: o recall the nower o eontrol over the i jectt's
gasolene from the Project Supervicore One of the Assistant Superintendent. states,
in the interview, that there is o peoneral insufficieoncy of ciolene Cor nse
in all other projects but the Scricultuare Projects and expresoos the apinion
that gasolene should be pooled toscther contrallys at the moment; acenpding
to the Order o baa oL cociloe o, POt Staevin o o e foeds Do the
Project's gasolena from the ponoral pool, and Lak @ core thal nobody e can
use 1t for oth- o purposes. In ract, vees of casobone com be wastod o oreat
deal for perole may take out the official cars For private jonrneys. Such
opiriong as oupresscd, shows the Eendeney of settlement admintstrators o

shift funds Crom onc project Lo support other Hrojoectze (oo ense 8 Appendix 1I1T).
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One of the most important obstacle to efficient operation of the
Sericulture Project or any other project in the settlement is that machines and
tools including vehicles arec not kept in workable condition. Tractors,
vehicles, and machine tools and cquiptments which are defective are not
repaired. The first thing the Project Supervisor at Kham Soi did, when the
authority for arderine repairs of tractors, vehicles, znd machine tools was
given to him, was te have machines and tools repaired. This problem is shared
by most settlements; and in somec it has scriouscs'consequencos upon the
operation of the Project (sce case 9 and 10 in Appendix II1).

One can see that most problems are associated with the buying ol
fertilizers; the conirol of the use of gasolenc, and the repairs of machines
and toolss when the purchasing and storing of these materials are centrally
done, it is casy to shift the mat.rials, or the funds for purchasing tho
materials and repairs, assigred to one project, to other projects, and very
few Project officials would dare o raise objoctions. The casc in doing

so 1s connected to the control of the funds of the Project by the Superintendent.

3+ Control of the Project budget and funds

For most of setilements, the control of the Project budget and

funds is in th¢ hand of the Superintendent of the Settlement. Accerding to

the existing rcoulation, an amounl Lelowed 20,000 Baht iz within the power
of the Superintendent: to permit the nse of ite An amount exceeding 20,000 Baht

would requirc the consent of the Governors

The problen, which is shared by a number of Project Supervisors, is

h

that, although he knows at the bepinning of the sudget year the amount assisned
to the Sericulture vrojoct (as a copy 15 sent from ©/D.to cach of them directly),
he is not informed when the fund je released, as the fund is transferred directly
from PUD. Lo the Superintendent. Thus, at the time when he comes to know of the
availability of Cthe Lund and makes o request for the use of it, it may be too
late to do anythin; as a part of it has been spent already, and what is left is
insufficient. Thus, he cannot make plans for Sericulture activities which would

be dependent upon availability of coming funds.
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A supervisor, interviewed,; states clearly that, in order to run the
Project efficiently he needs power and authority in two matters :

(a) that he has the authority to order the repairs of all machines
and tools connccted with Sericulture, and

(b) that he is able to check at any time the amount of fund left and
available for Sericulture.

e may note that the Order of Kham Soi Scettlement iln. 6/2521 lays down
that the Projoct Supervisor also does the followings : (for detail, sce Appendix]

(a) Preparing the details of the annual budget (tor Sericulture).

(b) Preparing the requests for the use of the funds in the annual budgpet
from PUD.

(C) Preparing the requests For the use of the funds in the annual bud:iet
from tlakhon Phanom Province authority.

(d) Collecting receipts and preparing cvidences of cxpenditure for
funds disburscd through v./D.

(e) Cellecting receipts and prepaving evidences of oxpenditure for
funds disbursed throush Maichon vhanom “rovince Trcasury.

The power and authority associated with these duties are necessary in
order that the Project Supervisor would be able to make detail plans of
activitics, and to perform activities according to the planss “ie would be
able to know at any moment of time the amount of funds available for use,
and amount of funds coming. .o kay observe alse that when the Supervisor of
the Sericulture Croject is piven such duties and power, it will not be possible
for any other persons o use the funds for Scriculturve rroject Morany other
purposes. 1t may be noted that these are the power and duties which the Super-
intendents at Kham Soi (after the one who gave the Order Mo.6/2521 Jwould like to
recall. It has been said that, if it were not because of that Superintendent
(v ave e s 0.0/2521), whe U onore enli Rtone than Bhe ihors, the

Supcrvisoe al Jizw 5ol owouldl nover have boen alle to ol tailn such cuues, but
unuld have boen Cir.) Lo, time a, oe jouover, 16 has L Lo admittod that these
paver and Jutics of the Stoervisor are pralal ly the mosl lunortant Tactors

contributin : to silkyorm rearing success at Kham Soi.



Inability on the part of the Supervisor to control funds, and particularly
the use of funds, may have sericus consequences upon planned activities (See case
11, Appendix II1), where such activitics have heen slanned. On the other
hand, for most of the Supervisors, such inebility to control the use of the
funds appears to inhibit them from planning activitics and making decisions. Tho
problems of the contral of the use »f funds is closcly related to manacement

roblems; which arc discussed in the noxt scctione
$

4. Management : who i ihe ‘roject Hanacer in the Scttlement ?

As most ol the peaple intervicwsd have stated, with the exception of
Kham Soi Scttlement, the 3ctiloment Superinteondents are the Project Manaser of
the Sericulture Project in their swn sotilementss The Project Supervisor is
a technical specialist (akwichakan) who coordinates the works of the cxtension
workers in their cxtension works. as statoed earlier there aro many reasons why
a Superintendent cannot be an efTective froject Hanager (sce abave in Scction o,
1,2,3,)- Another twe reasons nay be arkded, First, the changes of Superintendents
are relatively frequent .ivery time, there is such a chani:, policy regarding:
the management of the Frojech ie changed also. There i:y thus, a lack of
continuity which would contribute to continucd dovelopment and prowth of the
Project. Sceondly, i the Supsrintendont is the Project maniaer, 1L means also
that all actions to be taker must receive his conscnt. his being overloaded
with work can cause so much delay that is detrimental to ceflective and efficient
operation of the iroject.

dith such division of roles and functions, efficicney in operation
depends cntirely on perfect coordination between the Superintendent and the
Project Supervisor. This is rarc as  Lhere arc many conditions; a number of
which are personal, which have o bo fulfilled. Important cnes »f them arc as

follows

(a) They have to like :cach oiher welo, and are willing to spend a
great deal of time discussing, the activitics of the Froject tocether. Such
perfect co-ordinaticn is necossary beeause, while Lhoe rroject Supurvisor 1s
close to the rroject members and is the one initiating and performing:.actions,

.

the Superintendent is the person who has € give consent to all ac%ions to b

taken, and control the funds. The Superintendent has to know what is roing on in
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the Project very well, and the plans of actions to be taken by the Supervisor
so that he would be able to ive permission or withold consents. Imperfect
knowledge and understanding of the roject activities, conditions, and plans
of actions would makc him hesitate, and sometime require him to make more
enquiries about the matters befHre he makes dJdecisinnse Thus 1t tends to create
delays which can be damaging to the vroject activities.

(b) They have to trust .ach other completielys The ¢roject Supervisor has
to be able to feel certain that whatever he initiates or sets out to do will be
endorscd by the Superintendent. Only thus would he be able to take necessary
actinns, when necded, withooat havine to obtain prior consent from the busy
Superintendent. This is a delicate matters which invelve personal adjustment
on both eides. Thuy it takes tire 4 develop, and in some cascs may nat cver
develop. In the course of this study, the team has found a Supsrintendent,
who at one Scttlement, could work in perfect conjunctinn with the Project
Supervisor there, but, when he was moved to another settlement, could hardly
work in coordinsted monner with the vrojoct Supervisors On the other hand,
we have also found a Project Supervisor who worked so well with a Superintendent,
but unable to work with another saperintendent who has been appointed to
replace him at all.

The mattors is delicate because 1t invalves the feeling which would
inhibit the Supervisor from initicting actions. Thug; a Superintendent may say
to the Supervisor that he conld take actions cven before informing him or
abtainin. his consent.s However;when the Supervisor did precisely that, he was
told off by the Superintendent. Such response inhibits him from initiating

actinns later on despite nersistant statement of the Superintendent that he could
do so. The anly circumstances where <uch pertecl harmony can be nobtained is when
both of them have complote trast and trac understanding of cach others Such
personal relationship necds time to develope vrequent changes of Superintendent
abviouslv does not halpe

(c) The Superintendant has o glve priority to the Sericulture rrojects
e has to be very much interosted in the vroject, and willing to give full
supports to it. Ax we have gsgon alroady; thoe Superintendent has a number of

projects in his hand, thus the project which he ivespriority Lo would be in an
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advantageous position. These advantages would range from the amount of time he
spends on it to the amount of funds which he may give to it. Bvery project would
be competing with cach other for his time and attention. Some of them will have
to be neglected

(d) The Superintendent and the Project Supervisor have to plan Project
activities toscthers Being a development i'roject, the Sericulture Froject nceds
also Project members' participation in the planning process. Thus, in order to
make effective plannins, the Superintendent has to pet to know roject members
well also, and this would toke a larae amount: of his time.

Some improvement has recently been made with the Settinc-up of a dorking
Group of the OfFfice of the Under Secrctary o the rrime hinister in 1981,
The existence of a hirh-level working proup monitorings the ’roject automatically
force the Superintendents to pay more attention Lo the Scriculture vraject, to
spend more timc on i, and to Lo willing to work morc closely with the Supervisors.

However, this is only a measurc to force tho operation of the Project to
work within the existing structure which has serious {laws. The Project Paper
underestimates the srjanizakional difficultics of conoperatives in Thailand, and
institutional woaknesses in the administrative apparatus »f the settlements.
Over centralization st the administration of the scttlement does not permit an
existence »f a Jroject Fanagcor who would have o perform a number of functions in
place of the cooperative which does net functiosne althoueh the assignment of
responsibilitics o the Supervisors in secombor 1980 does <com to make the
Supervisor; the 'roject Manager in fhe settlement, it does not provide For his
control ' the funds and materials which arc necessary for efficient operation.
These arc in the hnnds of the Superintendent. Thus the cificiency of the operation
depends upon perfoct eonrdination betlweon the Superintendent and the SUPETVISor.
The rroject Danager i the combination A both of theme There are two impertant
drawbacks 'nr such an arrangcemoent

() The effieicncy of the Froject operation depends tao much upon persosnal
relationship which takes time to develop and has to be coltivated by both sidess
Yo may note tho disruption, and chanos in adminiztrative arransement and
management which have sccurred at all settlomente with he chanoe of Superintendents,
even at Kham Soi.

(b) It gives rise t) diffused responsibilities. Lhen the operation of the

Project fails, it is very difficult tn find out where the fault lies, and within
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whose responsibilities, Take for example, wherc the Superintendent buys .
the fertilizer and the Project Supervisor takes care of the central mulborrybh:ntudnn
In case the central mulberry plantation dcteriorates, the Superintendent may
put the blame on to the i'roject Supervisor that the latter has neclected it
while the Froject Superviser may say that the Superintendent has bought old
and ineffective fertilizere It is not an infrequent phenomena in the Thai
bureaucracy that, when somethineg ous wrong, everyone concerned would try to
put the blame on another. Diffuscd reponsibilitics heln to Facilitate such
shifting of Slames, which indirectly encourages corruptive practices.

It appears that it would facilitace the operation of the Sericulturc
Project a great deal i the iroject Supervisors are made the Troject Manasor
in the secttlement, having the contrnl nf the personalsy the matorials, the
funds, and thoe manacement. That is to put the responsibilities for ‘roject
activitics squarely on his shoulders.

dowever, this appears to have been an extremely 4ifficult undertaking.
It is against the Thal burcaucratic traditions which have the following
characteristics

(a) Distrust, particularly of the subordinates, is the main motive
for administratlive arrancsement and instltutional reoulatlonse Thus there are
repeated attempts t5 control actions of subopdinates by making administrative
arranzements and reoulations, which arc =0 rlgld and minntely Jeialled that

i

they tend 4o stifle iniviacives and reduce of ficiency of performances. This
reflects also an awarences of the inabiliny and unwillingnes:s on Che parh of
the higher administrators to evaluate perfrmances of their <ul crdinates by
using the results 2! the latters' perfornances upon Pfhe invended benefleiopior.

(L) On the other hand, 3ob decerintions ncludine Timivation of
power and authority arc vicuely drawn npee Thue it 1 defr o Fhe hand of the
superior Un decide as G how much pover and anvhority o dloeoate th any of
his subordinates. s o conzoquence, decoentralivavion depends apoan the pertomal
judrement of the =uncriors; which are waally based upon peraonal polationship
between the particalar saperior and his oavtienlar sulordinete,

(¢) Decentralizutisn is extromely difvicolt owin, partly to inheropt
distrust, and paternalistic atifitnds o the oart o the suneriors.

(¢) versonal redationship i= hicbly valuede The oxicting patron eliont

relations, and cliques based upon such relarions make it difficult to <ive
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fair rewards and punishments according to performances. Within such situation,
diffused responsibilities are preferred.

(e) Highly centralized practices are also preferred. ‘hen most respon-
sibilities are given to a person of hizh position who has so much work of
various kinds in his hand, the responsibilities are automatically diffused.

When anything roes wrong in anyone scction or a part of his work, it is difficult
to pin down who is at fault. It is difficult to punish the person of high*
position, for he has so much work of various kinds. .hen only a part of one of
his work gnes wrone, one would hesitate to sive him punishment because some of
his other work may £o well or may be excellently performed.

From our interviews of nfficials of settlements, it appears that, in
general, most Superintendents are unwilling to delegate the power and authority
of the Project i‘anarer to the Project Supervisors. dven the i'roject Supervisor
at Kham Soi, who has already been acting as the Project Manager since 1978 and
has performed his dutics excellently, has had much troubls and conflicts with
the new Superintendent every time there is a change of Superintendent there.

The power, which most Superintendents are most unwilling to depart with,
is the control over the “roject's funds. Besides the Superintendent's distrust
of the Supervisnrs, the Sericulture i'roject is well funded. A settlement has
may projects, a number of which are insufficiently funded. It also has a larfe
amount of other expenses, which are not provided for in the Government budget.

4o large number of the present Croject Supervisors are not yet able to
take on the jeb of the Project Danaver. They have not been trained for the purpose.
Additional trainine which is nceded for them is in administration and management.
The Project Supervisor at Kham Soi has heon able to act as the roject Manager
50 well 1s because he has previously been assistant Superintendent at another

settlement and taken much interest in public administration.
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Ce Extension lorkers and Extension .lork

In this secction, we shall examine contributions of the following
factors to the successes of the operation of the Sericulture Project
in the three scttlements

1. Ratio of extension workers and Project members in cach
settlement.

2+ Level of education and training.

3o Administrative arrangement and assisament of responsibilities.

o  Operatinn of exteonsion worke

1« Ratio of Exteonsion nrkers and Project Hembors

Table XIV <hows rhe racio of extension workers to Project
members i cach voar {fron 1577 e 1040 o cach scttlenent
The number ot Project members 1o Limited o those actually raising
silkworms in that particular years The £ollowings observation may be made 3
a) At kham 30i, the rumber of extension workers has been
increasing as tno nwdbor of Project pmembers has boen increasing.
The lowest rabio 130 wie  in the vear 1477, and the hirhese 1:1562

nccurrct  in  th voar 1000

b) At Lam Dom Hoi, the ratio of extension workers to members
of Sericuiture Project has been as high as 1:18.5 for two ycars

1979 and 1980. The lowest ratio 118 was in 1977,
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c) At Ubonrat, the number of extension workers was in the year
1981 increasing althoush the number of rroject members grew smaller. The
ratio of extension workers to Project members in 1980 was 1:14.5, and in 1981
was 1:6.8. The lowest ratin 1:3.7 was in the year 1977, and the highest
ratio 1:18.3 occurrcd in the year 1G79.

Table XV shows averase inceme {rom Sericulture per member in the three
settlements. Comparing the dara in table XIV with the statistics in table XV,
followin, nhservatinns may Lo mades

L)e The ratio off oxtonsiion workers to Project members certainly affect
production and the averare incom: per member in Lam Dom Uois Thus in the vears

1978 and 1979 when the ratio went un Crom 1:9505 to 121805, tho averarse income
R - § )

per member went down from 4, 275,75 bhaht 1a 19

78 U0 3,5572.28 Laht 1n 1979,

4

In the year 1581, wher the ratio suddenly went down o 1:9.3 the average

income per renboer went up to 7,532057 balit,
11) bata trom Yhonrat =cenms to cive a different picturcs In the years

1978 and 19795, when the ratcio went up trom 1:12.7 £, 1:18.7, the average

B JI5 tante On the

» .

~
)
!

.-
\Z
73
e
-
¥

income por merber increascd Cron

other hand, in the years 1979 and 1980, when the ratio wont down from

1e18e3 to 131han, the averase income per nenber also went down Crom 9, 546045 baht

to 5,358.0% Lahte fowever, whon in 1981, the ratio went down to 1:6.8, the
Jy N 3 b ’
averase incoms per member went up to 11, 027,15 baht,
-

i) For Kham Soi, the ratio wis cradually crowing; hisher and higher

from 116 in 1977 Lo 18152 in 1930 without affecting: the i'rowing=hipher averagn
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income per membor which is from 5,789.50 baht in 1977 to 13,570.79 baht in 1980.

From these data woe may make two statements:

1 that sradual chances 1n the ratio of extension workers and Pro ject:
members do not scem to affvet praductions Only bic jump whether up or down of
the ratio will affect producticn,

i1 that the data for Ubonrat in the years 1979-1980 shows that there
are other factors more inportant than the ratio of cxtension workers and
Project membors affuctin: production. These factors nay be in regards to
administravion and moesercnte Inoche year 1980, there wes a chanpe of the
Superintendent ar Ghonpat Scctlement which hrought about als) changes in the
m2thod and manner of administrations The pelationship befween the Superintendent
and the Project Snpervisor als) chanved in its cssenbial nature. There was also
a replacement of an extension workere sorever , there were three more projocts
(one suppop toed by UNICEFR, the other twe by the Netherland Government, and
USATL) Cuminﬂ £ Uhonrnt sottlement.

111 The data tend to susoest that the ratin of cxtension workers Lo
Project members, which was preseribed in the plan (1520) may be too hiphe At
the present stace of development of the skill of Project members, and the
sophistication Hf sericulture ueing imported or hybrid silkworms, the ratio
notoexcoedineg 1015 oy be more sniiabl, .

2 SRV o0 larkers

o Lovel of Bducotiow aned Tradnin. -

Table XY =hows the Tovels of ducation and trainin: of extension workers,
as for formal cdneation, oxionzion worlers cither have a diploma in agricul ture
(Collog Tovel which i oo further cication of 2 yoars of tor couploson ok
secondary cdication), o oa certificate in arriculture (gpuivalont, (o completion of
secondary cducation)e ALL 7 extension workors ab Ehae 200 b completed only tho

certificate Lovels One of Lam Dom Hob workers, and bwo of Shonrat have received
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diplomas. On the other hand, as recards training in Sericulture, four (more

than half) of Kham Soi workers, and two of Ubonrat have recceived trainings,

while none of Lam Dom Hol worikers have roccived them. Thus, trainings in

~

Sericulture practico are ar imoartant factor e ef fective verformance of
H N b

extension workers in the i'roject, vhile hicher Sormal oucation dovs not

ecause sericnlinrey as practized in the

appear to be coe ihis s cortaan
settlements; 15 very specialized and involves  methods and technique new to
this country.

a3 repards the i'roject Supervisors, the twn Supervisors at
Kham Soi and LLonrat have recive! Bachelor Logree in aprriculture, while
the one @b Lam Dort ol has attained only Diploma levils the warks of the twd
Supcrvisors at Knaa 501 and Uhonrat are superior Lo that of the one ot Law o
Nole The work of a vroject Supervisor is in fact rmuch more than that of an
extension worker an may nocd a person who has obtained an education at
Degrooe level ar Ghe Jobe

3¢ Administrative_arecancemcnt and assimrent of responsibilities. Comparison

of the administrarvive wwrrongen it ant assignment  =f rosacnsibilitics for
extension workevs in the period 1577 - 1532 Lotween the throe scottlements

shows lmportant differcnces which could heve sipnificanily affected the
operatinr of' the Serieculture Project. o Khan Soi, assicnmont of pesponsibilicles
which includes alen decision-makin dower, U extension workers was made =i
1978+ This vz when Khan Soi Scottlonent Grder 85o0.5/25210 pade the Supervis o

the Project hanncer in practics . Then in the thllowvine year (19773) with o
increase of the number of xtension werkers, division of areas to be superyiaci
and responsible Dy particular workers was mades thic was followed In 1950 iy

assignnent of twn types of duties to oxtension vnrkerss They are as follows:
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a) Each extension worker is assigned specific arca or areas of the
settlement tn be under his responsibilitys (e has to supervise the silkworm
raising activitios oi' the members whin reside in that arca or thoze arcas.

b) Bach worker is assigned some specilic dutics in the ceneral
operation of the Uro gect (fdr examples; soo Appwudixlu)- Jdhen the number
of extension workers increased to 7 in 1¢81, there was a rearransement of
assignments of durics and resonsibilicics.

Far o lam Jom (ol Sceveloment; thore was 1o assignment of duties and
responsibilitice 5 extonzion workers unkil the year 1962, The only
assipnment thet was made carlior was only thateach cxtension worker had o
supervise 18 houschinldse For other vorks, it is said that, swing to the small
number  of cvtension workore, everybody had o help in overythine.

Sorodbonrar, the situation was =imilar to o on wrle Aosiznment
of dutics and responsibilivies to oxtension wopkeps was made only in the
year 1981, :earrancemant was mvle on the bisiis of nest performance in 1982,

In cencral, we can =ay that ot iham Soi, nanagemert of the “roject:
was systematized since 1475-770, while attenpts at systomatization of the
management of Che Praject b bath fbonral ek Lam Don Lot had not Been made
antil *O81-87, Further e ean onl; cata orize assirnments of Julics and
reaponibilibics in fhonrat and Lom bom Noi as attempts. Camparing job
assifnments o8 rhe Hhiree settloment=, it can casily Le obscerved that those af
£ham Sol arve mach clearer and morc speeific and detailed, cven thourh the
assionments at Khaz Sol i wod 1= years carlicrs

Clarity and specificity of ab ascicmments tn extension workers
vellect the nnderstanding of Ehe Supervisor {who makes the assicnments) of

the nature of the Jroject operation, and his knowledie of the capability and
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aptitude of his staff's. Tt can bo used as the test of the ability of the
Supervisor and hig attention to the Project performance.

tenments of responsiliilitics, if sufficiently clear and specific,

can improve periormances of the  workers. This iz because it sets rid of
diffused responszibilitics mentioned carlicr, and cach worker would know
specifically what he has ©y do and be responsible Uor the success or failures
of the Project in rocards b5 bhe specific aspecis assioned €9 himo

ol assionments Lo oxtension workers wor facilitatod by the fact
that the Superviesor ac Kham Soi Gas in reality the Project manacers Tt rave
him confident in assinine dobs Lo i stalts, for he can be cortain that tho
Superintendent vonld not and cannol interfoere with thoe arrangenent. Je have
observed that in one of the seiblement, althoush Jotr assi-onuents have been
made by Che Supervicor, the arvrancemnent has been inteprCorod and tampered by
the  Superinvendent whin ie acting as the Projecy nanaser in bhe sottloment.

e Qperabion of Sxicnsion | ork

I

Corparisor of extensilon worik as can be observed between Lhe threo

settlements show clearly that the operation at iham Soi is far more superior
and efficient that oo ather G seitlomonts.
T Prom oheervacton Ghe rescarcher bean has noled fhat extoension

1

Kham 5ol have far betbor rappore and ffand '

workers at; Yiarity oob only with che

.

Project nmembers bhut also other sotibiora who live nearly. Scettlers o{ Kham Soi
address  extensior workers uith terws which Jdenoto familiarity and fondness.
This docs not ocgcur ab other settlements.  DxLonsicn workers ab “ham Soi

know well setblers who are nol Project membors, but live noar houses ol

Project menbers. This also doce aob geeur a6 otner cobi lementee
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2. As a conscquence; the sceloction of persons to be trained was
much better done at Kham sci than any other sctilements. Knowine ucll the
situation ia cach honschold o the Project menbaers, oxtension workers ab
Kham So1 has been able te select persons to be trainced in such a way that
only those who would actually be loakine after silk-worm faising in the
houschold 1r the ruture are selected. This 1s an extremely important factor
for successes in sill worm ratsine. In o number of sctitements, it has
beconme apparcis that, irequenily, thoso who have received Craining g are not
the one who would Lo looking after silk-vorm raising. In some placcs, the
persons vho have been trained are the daughters who soon later ot married
and rove avays In sone places also, the nersons selected are not in the
posiiion to transfer the knowledgze and zkills acauired froa trainine Lo
other memders ol the houschold or other persons. Thus for proper =election
of persons to be trained, the eoxtemion workers have o know and understand
the sitvation within the households of $he membors very well. Rham 501
1s the only settlement vhich has ornarcd to do b

Re At Ene beglindre, parbicalarly; and even iater on, formal
training in Sericulture practices 1o never sufficient o tue Supervisors
and eoxtension workers. Scogquisition of knewlodse and =111l by Fhemselves is
necessary in ovder te equip then Cor the job. Such acquisition can Le
donc in twe wavs,

a)e The Supervisor may acquire additional knowled o fran outsiders,
such as other nrivate arsercics which are cnpased in Sericeluurs and silk
production, and the Government Seri-cualture stations and other speciasists
in Sericulture., 3uch kaowlodoes he may transfer to oxtension workor: anl

Project members.
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b) A great deal of knowledge and skills can be obtained through
careful observation and attempts at solving problems in silk-worm raising
occuring within the settlement. These have to be done by the Supervisor,
the extension workers, and the Projcct members togethers The extension
workers at Kham Soi have been doing theses From such observation and thoughts
on improvement of silk-worm raising activities in the Settlement, the extension
workers at Kham Soi have manased to meke important improvenent of the structureof
old-worm houses.

s The Supervisor at Kham Soi has been able to establish contacts
with the officials at the PUD office in Bangkolk, and other agencies and thus
able to facilitate the processes in obtaining ascistances and cetting throuzh
red-tapes in various matters. Such ability of the Supervisor at Kham Soi has
helped to facilitate the operation of the Project in the settlement.

S¢ Knowing for certain the amount ol fund on each item, the tine
when tranfers of any amount is to Le cxpected, as well as the amount already
spent and necessary for any speciflic purpsse, the Supervisor is able, when
recessary, to obtain somothing c.oe casolene, on credit from private business
in order to solve urgen problems, which often arise in development activities,
and prevent unccessary damases Lo the efficient operation of the Project.

This cannol be done in other settlements.

5« The Supervicor and extension workers have manased to make such
arrangement that the Project members are meetinr topebher also with extension
workers to discuss different aspects inclnding problems in silkworm raising,
sericulture in goneral, and other development activitics. ) se of mass nedin
has been made [or the purpose. Thus the Frogecl Supervisor hag used his

own personal noney to buy a orojector and borrowv [1lms on Sericulture and

development activitics from various agencicse Then they made arrangement
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for such film shows to members and other settlers. This is combined in
training sessions for Project members as welle One would expect that with
the aid of such mass media, intercst in sericulbure would he aroused, and
Project members would be discussing their problems in silkworm raising
and exchange. experience « Such things have not been done in any other scttloment:s,
7+ The Supervisor and the extension officers at Kham Soi do understand

the Project members well. iurther, they have taken the interests and problems of
the Project members o heart, and encourase rreject members® participation in
the planning proces: for sericuliure for cach year. lor instance, in the irst
year when a new member besin o raise sillworm, the income from the sale of his
cocoon iz usually louv. The Superviser would contact 2.AC to excapt that mnembor
from repayment in that year in ardor Lo give him incenbive for continuation in
s1lkworm raisinge After the =ale of raw cocoonsy frequently, 1t tekes a lop-
time before the members can set paynenc for the sale of their cocoons. The
Supervigor made arrangement with 2D in such a way that advanced payment can
be made to the members who are in need of eashs Tu plannivg the amount of Cogs
to be bought and =11k worms raisod, the Supervisor and his staCls plan production
of ecach vear toeother will Project members in meectings. Discussions were
encouraged and cact member ig allowed ho make plen for his own gilkworn raising
and adjust his cwn nlan witn others. Thus participaticn in plamning is obtained,
and also cach member's cosmltiment is obtained in The mectine. This is the
reason why “ham Soi has no broblom in svderiig silkuorms oires more or losg
than actual requircment.

In general, when we try to Cind reasons for superior ¢ffectivencss
in extension work at Kham Soi, wo nay Cind the following Cactors contributing

to 1ts efficioncy.



i) Knham Soi's Supervisor is dedicated to his work and genuinely
interested in silk worm raising. {further, he gives much importance to the
benefits which the Project members will obtained. iHe serves the Project
members, not himscl{, nor his superiors.

ii) He has mana;cd te inspire his staffs to Collow his example,
and also used his administrative knowledge and skill in his work and
management of the Project. -

iii) The Supervisor and his staffs have managed to obtain the
trust of tne Project members. Imnlication 12 that they have been workin
honestly and untainted by corruptions In seneral, when an official of tho
lower lovel, i.ce those working closce to the people, is corrupted, the
people will know. Thay may not say anything about 1t for fear, but nsually
they withdraw their cooperation and participations Thuw, the fact that the
Supcrvisor and hisz staffs al Kham Soi have managed to obtailn rood co-cperaticn
and participation Crom Project memborg in itzelf tond to chow that the
have not heen tainted with corruntion.

iv) The fact that the Supervisor at Kham Soi has been much more efficient
than others, and that he has darcd to tale nany immortant decisions affocting
the operation of Sericulture in Shan Soi is because he nas formally beon

given the responsibilitics ol a Project manaser in the Scitlement, and

success or [ailures of the Preject are 6o be responeible by hime lle has o

make a sngcess ol 1te This isnot 50 in other seottlenents where the SuperinS.ad: nk
15 the Project nanasere *hen failure occurres, the Superintondent, with ai

kinds of work in his hand, would Hlame the Supervizor, while the Supervisor

would blame the Superintendents ITn the end, it will never e found out wher:

the £-78 Lios, and wiy.
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Conclusion and Recommendations.

There are serious flaws in the administration and management of
botn the settlements and the Sericulture Project which reduce the efficiency
‘'of the operation of the Project in a number of settlements. The only
settlement which has been able to correct such administrative and management
flaws is Kham Soi. As a consequence, by any measure whether it be the
number of active Project members, the amount of raw cocoon produced, and
the amount of income (total and per household) received from sales of
raw cocoons, the operation of the Sericulture Project at Kham Soi is the
only one which may be considered successful.

Of course, there are a number of other factors ranging from soil
quality to the economic situation , motivation, and attitude of settlers
which may contribute to success and failures of the Sericulture Project
in various settlements. Howiver, as is pointed out and accepted by all
who have been interviewed, administration and management constitute the
most important factor responsible for successes and failures of the Project

Contrasiing the operation of the Project in three settlements,
ises Kham Soi, Lam Dom Noi, and Ubonrat, one distinctdifference emerges.

At Kham Soi alone , the Project Supervisor is, in practice, acting as
the Project Manager of the Project in the Settlement . In all the other
settlementsy the Superintendent of the Settlement is also acting as

the Project Manager.

The original plan for Sericulture Project has assumed that for every
settlement there will be a functioning cooperative which would handle
" the purchase of silkworm eggs, and the provision of production inputss
This assumption has never materialized. Cooperatives in the settlements
do not function well , and have no concern with Sericulture. Thus these
functions are thrown back at the settlement officials. There is thus a
need for a Project Manager in the real sense of the term for every

settlement,
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With the assumption of a functioning cooperative in every settlement,
the Project Paper preseribed the responsibilities of the Project Supervisor
as a/technician , a chief of the extension officers in the settlement.
Thus, with thc exception of Kham Soi, the Settlement Superintendent has
taken on the work of the Project Managers

There are many reasons why the Settlement Superintendent cannot be
cn effective and efficient Projecct lanager in the Settlement. Important
ones are as follows:

i)+ He has far too much work as the top administrator. Thus, when
he is acting as the Project HManagers, this results in

a)e Unnecessary delays in all activities of the Project , and
b). his inability to payv sufficient attention to one single
Project like this.
ii) A settlement has a number of projects for development and no
integrated program for the whole settlement. These result in :
a). ‘Jhether one or another project will receive supports and
attention will depend upon a number of factors, some of which are personal.
b). mixing up of funds for various projects. Operating fund for
one project may ,in fact, be used for other projects, or the reneral use
of the settlement. Some projects may suflfer,
c). Similar cases arc found also as regards personals and materials.
That earmarked for one project may, in fact, be used in others.

iii) In general , the Superintendent has insufficient knowledge to
design work plan , or supervise the detail operation of such specialized
project as the Sericulture Project.

(iv) Changes of Superintendents are relatively Crecquent. Every time,
there is such a change , policy regarding the management of the Project
is changed also. There is , thus, a lack of continuity which would
contribute to continued development and growth of the Froject.

Yith the Superintendent being the Project Manager, the operation
of the Project can be relatively cfficiently done only when the Superintendent
and the Project Supervisor can work hand in hand as if they were one and
the same person. Thus, the Froject Supervisor would know that, all decisions

he has made, will be affirmed by the Superintendent. This kind of relationship
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between the Superintendent and the Project Supervisor is rare because it
depends a preat deal on personal relationship, which needs to be cultivated.
2D has,in December 1930 , drawn up a detail job description of the
Project Supervisor , which dinclude supervising and plannin® Project
activitice in the sottlement , coosvdirating with Trainins Centee at Hakhon
Ratchsima and ncarby sericulture sub-stations, coordinating with  BAAC
local hranchcs , and csllecting data and reparting. “his , in fact, would
scem bto make the Project Supervisor, o Project [nner.
Vowever , thie ol Jdescripiion does not provide Tor the Project
Supervizor to have the control of the use of the funds, the sroduction
inputs , and the materials which are necded for the perlormances  of his
dutics az the roject danacor in the Settlement. The Suncrintendont,
acting as the Project wmacer , si6LlL has the contral ni Chems
At Than Sol atone assiynments of duties and responcibilitics
of the ¢roject Superviser and hiw sialts has sinee U7 been made in
writing throwsh the dcder of Kham Sof Settlement  , Daikhon Chanom Provincc,
Hoeh/2521. Those asciomonts consiibube 1n dractlee an act o0 decentralization
in the real sense vhiieh makos the Croiees Supervisor, che ocnager o Jirecton
of the ivojoct in the sovilenente Jere, Ehe i'voject Lupervisor has full
contrnl, 1in proctico, »f Che rroject stafts, the Moject Jaed, and the
o ject nanascient
Tn nodor that the operation o vroject will be efficiently
nerformed, and rhat administrative hitches con be aveided , the Supervisor
'

mast have the conbroel as e the case of Vam Soie oot Le cnable to (@)

.

Prepaving the deton o8 the annual adoet (For Sericolture ). (i) rreparing,

P iy

the requests for Dhe nee of the Conds in Phe amnnal Dedocl Srom v 0
(C) Freparing, the rogueses Dhroche v of Cho fands ot annual badeet
from the Provincial Jubhoribyve (4} Colleciin, receints ard oroparing
ovidences of cxpeaditure Tor fuede dishureed Bhrough PHE , and
(e) Collectin: receiplts and preparic, evidences ot cxpenditure For fonds
disbursed throu h the Droviacial Soathovliy.

Tha power and antioribe aoeocioted with these dubles are nocoessary

in order that the Project Supervicor wounld be able to make detall plans of
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activities and have them performed according to plans.
The follain. recommendations are madoes

1« Project Supervisors should be | iven the paver and authority of
the roject Lanter as war done at Cha Sol Sottlement by the Order
No.0/2521, Tuch doleabion of nower and antlerity shoull Dy done in
writing «nd binding, upon laver Superintendent

2¢ & number of the prosent croject Supervisors may be able te act
as the Project  anger, provided oroinlas in mana enent and adninistration
arce siven Uo rhose Such tratalngs chould be provided,

o4 fow of the prosens Jrogect Supervisors may not be gualirfied to
act as the Projcch wmacer even 10 traloing In managsenent ane adminstration
were to bo glven to theme In coch cases, they uav be replaced by qualified
and suitvable persorns.

Lo dob deseriptisn of the Uroject Supervieor andg hic stafts should
be drawn ap in detail and show clearly the areas of responcibilitics
of each persone they chould be drawn vp by the Project Supervicors and
it with the condition recarding the operabion o the sericulinre Project
in the particuiar coctlenents the abd Liey to draw up such job Jdescriptions
and thinking the present Supervizor has of £he operarion of the Croject
in hir settlement.

He Activitvties of vhe rroject in cach year chould he pleancd well and
with Lhe participation of the Crojgect menbees in advances Croblems
ana obotacles chiould Le forcccen, and colutions thooohe of bofore hands

Go rratning s ore requived tor the o ject Sanervicne cod hic oxtension

workers on how v gequice participation of C1ejocUosenbors Ceom the
planning, <tasc o the cad oif the omnad activitiess Tradanin g are
requircd for chew on atritudes and Heheviors Cawards Project menbors
and sectlers ,varions extencion Ceciniques, and oo ©o work with farmers
in renerals

Te Sy ot preaonty o numbor of o gect Supervicors and o Lhe cxtension
officers have alrcady acouulabod oxporicress o vorldn. ia the Projeet
with Project meshove il et tlors, rooular vorkcheps anone them can be
arranged o that Loy can share expericnce: . vigcussion may center on

the varions proilems met in the course of th-ir worl, and the way they
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have been solved, both the technical ones, and the social ones in their

interactions with the Project aembers udsettlors. 1L may 1nclude also

discussions on Tukure axpected problens and the way:s by vhich they ean

be solveas The car: e recorded and decumenced for Lo usoe

e Attention =hoold bhe civen to ihe idea thar Jrodect aembers can
teach cach other and help cach nther (o solve problems. ihis can Le done
Cege by selecting suitable persons Dor dntensive frainings; or arcanging
group discus=ianc: with the aid of mas< media cuch oo = lides 3 film <hows
etce A part of (he Jund onay be provided tor the DRIDOSC

9« The role of vhe Saperintondent i (o aversce that fhe §roject
Supervisor and bas craly perforn their dutios fo U mos i crricieney,
and that the funds, cquipnente, and nacerials are fulle nod for Project
activiticse bovtienl.alyy, ' chonld vo to 1t that

a)e Lhe Znpervicoor and/or B cvtonscion officor. vigit Project
members, voralarley cotihlichin . capports vith thom, and e u=cful to
them in =ILKvorm rotodne o bivitie o Sustome for checking car be established,
clnclud i tractors, spraveors, vichiclos,

;

bie the cquiviont:
are alwavs in o stabc of s padrcd and ready for wsey andd that materials
eegze fortilivers arc fully weeod,
c)- The work in neraly ssuch o thad on the contral mulberry
plantation and the vonne wor honse, ig porfopmed wells
decshoald i roneral continually oviluace and monitor the
performances ot the V'rojoct Supervizor and his staffs. This inplios that
the Superintendont should adsn make viedbs by howsos of ro joet membors
and inquire o the progress in cheir <ilkworn rad=ine activitics and
problems.
PO« The Superiatondenty as the roprosentative of the oottlement,
should rore activedy assist the crojoet Supervicor in conrdinaringe
the Project within hiz setelom nt ond sotside apencics.
The ac thire often arise cmersoney needs Do the nso of some Cunds
(cope whon the payeent 090 s cocoon 19 delaycd and . Preject
members necd Lhe money 1or hovschold oxpons ), rhoer can b o certain

sum sct aside for such emerpgoncy use as advianed Pyt



1.

2,

L,

6.

T

8.

Notes

The operating expenses fund 13 t1 Royal Thai Government's
contribution to the Project. /1th the exceptien of Kham Soi Settlement
where the Project Supervisor iz the Project fanager in fact ,it 1s
said that oaly abent 50 percent of 1t is actually used for the
Operation of the Sericulture Projects At Hham Soi , over 0

Yercent of 1o 1 actually weed [or the operation of the i'rojects

Kyaw !lint ,etv ale  Thailend Sericulture/Settlements i'rrject Joint
Evaluation * , 1061 spe 30 and appendices 43T and Chavivan
Yrachubmoh ; The deport on Chances of Project sember's

Attivude roward 2earitne S11k Unpme Ao a Subscquence of

-1

De

-y

Project Redearyne , Octaber 7, 19582

Kyaw Mint ,0p.cite,pne 2, 7,11 , in particular ; and Chavivan

Prachubmoh , OpeCite,ne 85=39)

Chavivan 'rachmbaoh 5 opecit ne 23 (for Lam Dom loi) ; and

13

Sarup Kichakan ikhom pi 2525 , Nikhom fibonrat ~ (Summary

Report of Jjctivities , Year 18?5, Jbonrat Land Sctilement) pe5
Faculty of pconomics and Business dninistration , Kasetsart
University , Summary Report on Ten Land Scttlements under
Sericulture/Sctilements Progect . , 1977 , 2angkok ,1530, Table IT

Pe 2
Chavivan Prachuabmoh , opecite,pe20

“Summary Keport of ictivities' , Tear 1982, Ubonrat Land Settlement,

opeCite, poh

“Summary Report of Activities" , Year 1982 Kham Sol Land Settlement,

p. h


http:op.cit.,,p.20

9. Chavivan Prachuabmoh , opeCit., pp.21 ,24
10« PY¥D., "Thailand Sericulture/Scttlement rroject” (Thai Language)
1. In fact a numbopr o Familics which earn very high income

rrom Silk worm production have taken up silk wornm production as

their main peeupation  The numbers af the members are linitted to

those actually Raising Silkworm. (statistics obtained from Supervisors ),

120 .rine ainiceopty e, Yaonitoring o “valuation Seport o
Sericultup,. LU geet™ v, Lo pe3y (7hai Lon ua )

13, It is intcrustinu in this Repards to observed that an earlier Report
Stated that in the first yoar » mulberry cultivation at Lanp Dom Noi
was gond. (Chavivan Prachuabmoh ’ op.cittz p.S?)

e Ibid, Pei2 and PP« 71-75

15, Kyaw dint » Opecit , pa17

16+ Ibid.pp. 2-3

17« P:UD. Order 1, 583/2513  Scetion IV pp. 27-29

18+ For problens 2L Cooperative development in Thailand, sce akin
wabibhadang s 'Solf - Heldp Organizations ip Thai Villaves The

Questinn op appropriate Policy Trpnts” iy Colin macindrows and

Chia Lin Sicn s 1o Ranid Ripay development, erceptions and

Perspoc tivor from Southeasr g1, Ohin Unlvmrstty Oroas 1982

2




Jumber of

Table T

scttlers Intervicwed

> eme nembors ,erd Ire | j . )
Settlement embors of L'uriculture Project | Nori-member | tota
succesaful medium fail of .
sericulturc
Project
Kham Soi ) 4 5 2 17
Lam Dom Noi 5 % 5 2 15
Ubonrat i 5 9 3 -

A



Table II

Gencral Information , Kham Joi ,Lam Dom Noi , Ubonrat Land Jettlement
Khan Soi Lam Dom iloi Ubonrat
Location
district dikom Kham Soi | Fiboonmungeahan Namponeg;

provincca

Year cstablisheod
Total .ren
Total allocated

Officinl memberchip

[
VAW

of land plot |

Fukzlahan

1955
125,750 rais
53,400 rais

5 rals

Ubonrachathani
1929

55, 504 rais

21,015 rais

1,401

15 rais

Khon Kwor
1954

375,900 rods

571,050 raicg
2,023 ;
12 rais i

Sourcc:

Faculty of Economic

“nd

, .
Busgsincas

Administration

yKrcets rt

University Basic Hdascline Data Summary acport on five Land

cettloments

y 1975

—

.5

/

7

~


http:c.ts,.rt

Average 'and holding by scttlement, 1975

Table III

Unit:Rai per farm

Land Settlement

land plot

Aetyal farm size

1and insid: settlewent

inside & outside settlement

1. Kham 3Soi 25 317U 57«9
2. Lam Dom Noi 15 25.05 45,09
3. Ubonrat 15 15,74 22,20
Source Faculty of Economic =7nd Bussiness Administration ,Kaceten:

University B2sic 3ascline Data Summary Report on five bLan
settlements, 1976 P17



Taole IV
Ubonrat Settlement

Crops, Area Planted, Yicld from Crops

i
and Amount Received from .alc of Crcps

]
Crops Area Planted Yield from srops per rai |imownt Reccived frow

(Rai) (kg.) Sale of crops(baht)

Cassava 2,92% 2,000 2,007,000
Kenaf 4y 271 170 2422%,2°0
Lugmarcane 9, 507 8,000 41,070,240
Legzume 325 150 750,000

Vezcatble 348 - 595,975

Fruit 2,357 - 12,059
total =mount rocsivoed 47,720, 468

Source Sarup Kitchakan Tikhom pi 2525 , Hikhowm Ubonrot
(Gummnry Report of ctivitics, Yoar 1982, Ubonrat Land
Jettlement) P22



Table ¥
Kham Soi

Creps _,Area Planted ,Yield from Crops per Rai

and Amount Rececived from Zale of Creps

Crops Area Planted | Yield From crops per Rai |.mount Received from
(Rai) (Kz.) |3ale of crops(baht)

Ricce 11, 504 500 3,327,500
Sz ocane 5, 5+1 8,000 24,380,400
Kenaf 1,250 180 900,000
Cassava 3,115 2,500 3,092,000
Groundnut 721 200 1,008,000
Cotton 65 210 158,000

/ total amount Peccived 37,375,000

Source Sarup Kitchakan Nikom pi 2524 , TJiknom Kham Soi

(Summary Report of sctivities, Yenr 1981, fham Soi Land

Settlement) in Chavivan Prachuabmoh , P.22

WV



Table VI
Lam Dom Noi

Crops ,Arez Planted, Yicld from Crops per Rai

and Amount Received from cale of Crops

Crops Area Planted | Yiold from Crops per Rai |Amount Received fronm
(Rai) (Kg.) lsale of crops (baht)

tice 5,77 150 2,539,125
Kenaf 3,112 120 1,580,430
groundmut 149 400 238,400
Cassaua 20 2,000 28,550
Others 23% 30 104,850

total «amount T eccived 4,591,405

Source Sarup Kichaltan nikhan ,pi 2524 (Summary Report of Activitices,

Year 1981, Lam Dom Hoi settlement) in Chavivan Prachuzbmoh,

P.23

&



Occupations

Table VIT

The comparison of mnin income source of farm houscholds of

three settlementg

unit:%
[ 7 2) (%
Category ! Kham Ebi( ) Ubonrat Dam“~ Lam Dom"Noi ™~
D
settlers|non-settlers| settlers| non-scttlers settlergnon~s§§ﬁ@£
paddy farming 32.28 10.00 714 30.00 80. 47 90.00
Upland crop
farming 53%.78 30.00 91. 84 70.00 17.19 10.00
Orchard
farming 0.79 - - - 1.56 -
Vegcetable
farming 1.57 - - - - -
Cattle-
Buflfal:
Raising 0.79 - - - 0.78 -
Civil service
% othersearvices 0.79 10,00 1,02 - - -
Total 100,00  “100.00 100,00 100.00 100,00 100,00
Source: faculty of [conomicu and Business ddministration ,Kasctonrt

University,

1. Vol,
2.

3. Vol

Vol T4

(L
.
[4Y

X ., table

Basic

table

table

Racclinc

5,0,12

5,P.12

-

5, P11

Date on Land Settlement, 1975



Table IIX

The comparison of average income, by farmer group, of three settlements, 1977

Kh i 3 .
~ategory Non-projé?i = (1) Tvonrzt Dam (2) Lam Don Noi (3)
USnID All Won-project »USAID All N . USAID A1l
nember sericulture [settlers | member seTiculture [settlers | obmbild€Ct | soriculture | settlers

M _net fars 6,458.03 5,784 6

° ’ . 1 380.47 2,045, .

inc>me Prm cmps ’ 93 3,886.80 2,863.83 1,488,188 2,987,.33 935,86
P.income fron 1,3%332.90 1,162.34 1,240.62] 1

-7 . ’ . 3715.61 2,662.37 2,132.20 237.94

fruits and ! 213 37-9 419.69 380.15

veg etables
3.ron<Cars 081.00 4 .

fneome 3, » 584,22 3)700.85 21872-69 3,841.48 3,290,’]5 6’090.85 3,274.93 @98064

Total

(Famiiy income)|11244.15 11530.88 11321.94( 6635.23 10370.65 8286.18 | 7777.57 6681.95 6,314.95

Source: Faculty of Economics and Business Administration, Kasetsart University, Report on

Evaluation of USAID. Sericulture and Thai-German Land Settlement,1980 , Table 37;P.37



http:6,314.95
http:7,777.67
http:10,370.65
http:11321.94
http:11,530.88
http:11244.15

Table JX_

Amount of Bavings of Project Members

at_the Beginning of the Project

Settlement Ubonrat Khan Soi Lam Dom Soi

Amoun No. of ) No. of ) No, of )

ofSaviné\\\\ nmembers ’ members ’ members ’
(cash) ]
no ansers 9 25 - - 3 1%,.6
none, 1% 35 7 21.9 12 54,6
1,000 or below 5 16 2 5.2 1 4,6

1,001-2,000 2 5.5 2 5.2 2 9

2,001-3,000 4 11 3 9.4 2 9
5,001-4,000 - - 2 5o 1 LS

4,001-5,000 1 2.7 9 28,1 - -
over 5,000 { 2o _ 7 21.9 { M, =

36 99.9 32 99.9 22 100

sourec

Attitude Townrd nearing oille Jorms

Project Rcdesisn,

Chwivan irachuibmoh: The =Report on

ganzkok ,0ctober 7,

Changes of Project
15 1 Bubsequence of

1982, P, 34,

"



The Opinion of the officizls on the factors for the success

Table

‘('

e

of

the Kham -oi Sc¢riculturc Froject

Priority
of the f

Factors 1

actors

So1l

coniition]

i

PRREN

cericeulturs

rrojoo

N

201

ot

s of
Cerion hare

Frojuect

PIDJ oct
Adminidrm tion

and Managanent |

I

i

\N

fo

&9}
RN

.

o

The number of
4 gettlemoentas

officinls intervicwed is 125 7 project cot:
r

Ffficiale

and

tho

Experimental whkation official.

other is

the Scericulture
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Table (I

Develpment Project in Kham 3oi

Year rroject Funding Projeet Description

1972 Cattle raicing 20D Distribution of calves
Cattle bre~ding

1975 Th:i-German German Govg Agricultural fcmonstration
Agricultural and Thai- and I'raining Cash-crop tromotion
Develonnent Government

1975 cericulture D A1lk worm iHearing

1977 ericulture UooaIbd Silk worm e 'ring

Cocoon < 'ring

1930 Lanld U1 Redi tribution of the land
Redistribution Occunicd by the squattor:
and Jevelopment Intesraol Jdevelonment




Jevelopm nt .raject in

- - m

‘bonr:

!

t

Year

Froject

™ I IR
Fualiz

rroject doascerintion

————

1054

1970

1975

Intra=-tructir.

Jevelonmant

isricultur-l
Loericultorc

‘ericulture

Livratocek

Dcial Jdoevelopneat

thai-fictherlani

“ooner 'tive

Jronotion

”:-'-,"

ool ad
I kEh rlan?

V)

Lwon’ Pro

Wi

U r1 1‘)

Tetherland

10V,

~
10V,

jeat

0V,

¢hnhol o truchkil
doalth

2ol

Jovelomnent
somctruction

I~p »s3tion
soonceribive lromotion
{earing

ilk -orm

11k

Jozoon wuring

M Clorin

chili-carc Jeontor
c1f=1 velo mont
rromotion /oentiyanl
Jovelo ment
oricvitural Jovelorment
Ir» ation

ocinl develov ot

{




Yonr ‘roicct Funding Project Dererintion
1930 Land «cdistribution USATD telitribution of the
1nd Jovelopment Land oc-un»nict by the
‘quattor: .:ricultur-:l
.xtension
1931 “aforestntion !0,

1232

Vocntion 'l develonment

3i0-315 lrechnolory

Jiry-Cattle Jdicing




lable AITI

. s - -

Year

iroicet

Munding

froject Deserintion

1975

1977

1982

Thai-Gornan toricuttur:l

Jeveloament

Sericulturece

Livestock Jevolovment

2ncinl Developaont

ICTn 4oV,

1. AID

0T " \n Gov,

P4D

wricultuel Crelit
wosh ¢row extension

fish pry

Silk worm lciring

Pvture Tmporovomnoent
wlore ot tion
Voctionail . romotion

Sommu it s der-

[ Sroining




Table XIV

Ratio of Extension Yorkers to Project Members in Fach Settlement

. NO.OF EXTEISION ORKERS ' NO.OF PROJECT MEMBERS : RATIO.

YEAR H " (ACTUALLY RAISING SILK ORiS).
,‘ v e e - . P — e o e e e - : . - . . - .. - } - ' - - .. -
| KHAI SOT!LOH DO NOT! UBONRAT, KHAN SOT- Liii DO 0L HBONKAT! KHAN SOILAM DOH NOT UBONRLT

e L PR T R S . ONRAT i SOTLATL DOS NOT DBON:

i | ' ] f f ! :

1977 |3 2 o3 w617 (IO T N
it ! i ; : , :

X i ! i o : '

tora L 3 L3 w6 16 38 15| 1153 121007
1 : ! ‘i {

1979 |5 2 3 | 60 37 55 i; 1112 ] 1:18.5 1315,
| i Rt !

1960 |5 2 beopoT 37 58 ) 1115.2,  1:18.5 1:1h.5
; i ’} i

198t |7 y 5 | 102 37 o TG 1393 156
| . ‘ : |
' ; ; !} |
: | ! |

[ ! ! P IS S, R U _




Table XV

average Income from Sericulture per membere in

the Three Scottlements

year Kham Soi Lan Dom Noi Ubonrat

1977 5,789:50 1,’493~81w 5,939.35
1978 7,094 .74 4, 278.75 7,282.39
1979 2555345 35552438 95546445
1930 13, 570,79 Ity 236489 5,358.43
1981 15,861.13 75432443 11,027.15




o - o ‘e an- d—

Levels of Education and Training of Extension lorkers

| ! LEVELS OF EDUCATION AHD TRAINING '
| SETTLEHENT e oo oo ‘ | TOTAL
’ DIPLOKA+TRAINING | DIPLONA  CERTIFICATE+TRAINING | CERTIFICATE
- -— - Rt et ST IR R e e e e e . st ——— + . —I—
f | |
| | |
| 1Ak S0I _ _ 4 3 by
i
;
LAN DOH HOT 1 - -~ 3 y
| UBOMRAT 1 - 2 2 by
| L

e e )




Chart l.

Number of Members of Sericulture Project in three Settlements

Project-member
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Chart II
Raw cocoon(Kg. ) Amounts of Raw Cocoon Production in the Three Settlements

18,000 — 19 500
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Income(Baht)
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Chart III
Amounts of Income Derived from Sale of Raw Cocdons
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Chart IV

Administrative Structufe of Settlement

Superintendent

Ass. Superintendent

|

senersl Administration | Social and Health Development

Vocational Development

Secretarisl work
Accounting
Registration

l

I
Vocational training Agricultural promotion
Education and health Vocational promotion
Cooperative Development

project activities

Family planning



Chart V

Admirnistrative Structure

Lam Dom Noi

Superintendent

Ass. Superintcndent ‘

| I i T i |
Secretarial Accounting Area 2 Agricultural Social Agricultural-
Office Purchasing ~Promotion Develpuwent Machinary -
Transportatio:



Chart VI

Administrative Structure

Kham Soi

Superintendent

Ass. Superintendent

Ass. Superintendent
(Adninistration)

(Engineering)

Accounting Surveying Construction

Secretarial Occupational Registration

promotion



Chart VII

Administrative Structure

Ubonrat

Superintendent

|

Ass.Superintendent
(Administraticon)

Integrated Development project
Thai-liethcrland

Project with supports from
cxternal coarces

Ass.Superintcende

(Development)

T ]

]

ecretarial Registration personals coastruction accounting |

ervicos purchasing
Agriculturnl home Sericultyre health
promotion industry

L i |
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Appendix I

Aagsignments of Duties and Responsibilities _to
The Personals of The Sericulture Project,_ itham oi Settlement

dssisnments of dutices nnd responsibilities were made on
March 8, 1972 Throush =n Order of Kham Soi Settlement.

Naghon Phanom rovince, Jdo 6/2521, a5 follows:
1. The Project Tupcrvisor (Jithaya).

1.1 rorforming duties of the Project Supervisor as
appointed by P.JD,

1.2 Organizing the mectings of the Provincial Sub-
Committece for Co-ordianntion of the Jericulture Project

1.2 Frepuring documents and lectures on seri-culture
practices,

1.4 Preparing the dotwdils of the annunl budget

1.5 Preparine roports of silkworm raicing of cach perioC.

1.6 Proparing the roquests for the use of the funds in
the annual budsct rom /D,

1.7 imoparing the roquosts for the use of the funds in
the annunl builect from Jkhon Fhanom Provineo suthority

1.7 Sollecting rocoipts and preparing evidences of
expenditure for funds disbur:: | throuzh 140,

Te9 Collecting roceivts and preopurine ovidences of
ezpenditure for fands disbarced throush ilmkhon hanom Province
Treasury

1,70 Paeticipatin: in wectineg oreaniced by Lhe Goverament,

1,17 Vigite <l superviced notivitics of the Project

1.72 Dupervise construction of buildinz., houscs,

warchouses, nilk-worms ‘Youscs ol fFrojort moembors

&\



- D

1.13% Jupervise construction and repairs of infra-structures
such as roads, and orgzanize the construction of etc. #hich the

Sericulture Project manasge.

1.14 Processing the applications, the sclection, and appointient
of both permancnt staffs und occasional ones for the Project.
1.15 Performing other taisks which will be assigned to him oy

the Superintenident,
2. iIxtension offeccr (Zunkoed)

2.1 Celleeting regulations of PYD. and BAAC with respects
sericulture

2.2 Recruiting members of Dericulture Project

2.% Prococcsing the applications of settlers to become membor:s
of Sericulturc Project

2.%4 Reporting the process of recruiting member and the problem
met in the proccess for PYWi.

2.5 Colluating problems about loans from BAAC and relatca
problems, =nd rcoport thoe mattoers to PWi.

2.6 Collecting resulations relating to payment of loans for
mulbcrry cultivation =nd old silk worm houses, and buy silkworm
raising tools.

2,7 Coll-ctingy names of members who have received loans from
BAiC.

2,3 Cooperating with 3440 in screen applicants for memborship
in the Zericulbure Froject. ,

2,9 Cooporising with BAAC in the process of making payminbts
of loang in inatlmonts,

2.70 Zontre o ts various nrencies for sala of raw cocoons

2,71 Loins fallow=up <nl urge repayment to BadC.

2.1¢ Zo-ordinating with the “lo-operative of the Settleonsho,

2.1% Collect -n koeep noplas of lonn document of membors,

1

2.1 Performing otror backs ncipned him oy the Superintondint,



Appendix II

Assignments of Duties and Responsibilities to

The Personals of the Sericulture Project ,

Lam Dom Hoi, and Ubonrat Settlement

1+ Lam Dom Noi Settlement

Assignments of duties of Project staffs was made in 1981,

orally. (not in written form). theyv are as follows:

1. Project Supervisor

1+l Coordinator of the Project

1.2 Supervising the cultivation of mulberry and silkwor
raising of Project members

1.3 Committec member and Scretary ol the committee

of the Provincial Sericulture committec,

2. Extension officers (or :orkers)

2¢1 Follow~up extension activities of the Sericulture
Project
2.2 Receivim complaints and problems for correction.
2+ Ubonrat Settlement

Assignment of duties of Froject staffs was made after 1980,

and orally. They ure as follows:

1« Project Supervisor - supervising the operation of the P’ro ject

2+ Extension officer [Verasaic)
Z¢1 Cocoons curing plant’
2.2 Central mulberrvy plantation
2:3 Lrareip lotbors,

3+ Extension workers
3«1 Cheiyaphon - locks 25-26-28 and Ban tha Phatsadu

(purchasing and storing equipments and materials) not

performed in fact.



3, Ixtension

-2 -

Mhon~=cuk - locks 17-18-19-22-23

Vinna - 1ocke 1. - £m. 4 iittrophap.-11-12, and
central ilkworm hour e.

ukanya - central silkworm house

latchana - 1ccountant. (the .oettlement use for
: the ncco atant of the uettlenent

in zeneral).

officer (Lhoarchai)

3670
3020

3.5
3.5,
3.7,
5.8,
369
3.10

3.11
3.12

Or=rniginyt nwortings of iroject members

Pakine core of nnd improving the central milYevey
plantation

urveying nd examining mulberry plot of members
for improvement.

Praining members in mulberry cultivation dd
silkorm v i ing,
Coordinating with flukdahan sericulture xoerimental
station
Jollcet all evolustions of the iroject by K. i ctsart
Univer 1ty.

Jollect 2ll inform=tion.; and documents in coniectio
with the tr:ininzs of rtroject officers
Contacts and Obtining silkorm e <.

‘rop riay rosorts of number of membors  and

Leriols of silk »rm riicinz in ooch ye:r for the
ettlement Jivisiony, o/
Requceting pormission for sending Project members
on observation and study tourss.
Listing all equipments and vchicles of the Project
Preparing requests for the use of chemicnl
fertilizers,natural fertilizers, and other
chemicals,and <toring them for use in the Project.



5.1% Making requests for the use of vehicles for the
Operation 9f the Froject,

5.14 Making roquaects for permic. ion for official
travels of the Project nersonals.

5,15 Colleetion of =211 documents, rascarch documents
for research in connection witn cericulture

5.16 Any other ftarks assizncd by the .uperintendent,



Appendix III.

Cases of dMismanagement and Administrative Errors.

case 11 Works for caring the central mulberry plantation, cocoon curing
plant, and central silkworm house had been assigned by the Project
Supervisor to the extension workers. The Superintendent unaware of the
assignments, came and ordered the person who had been assigned to
look after the central mulberry plantation to po to clean the central
silkwornm housce This upset all the staffs of the Project, but no one

dared to say anything.

case 21 Sometimesy the Project Supervisor had scheduled to take the pickup
truck out to spray farmalin at the members' oiikworm housess On the
scheduled date and time, the Project Supervisor could not [ind the truck
and the driver; because the Sunerintendent had tiken them away with
him for some purposes. This was done without prio= enquiry as to the
scheduled usc of the car I'rom Project staffs, or oven informing the
Pro ject Supervisor.

case J3:
At the time vhen the improvement of the central mulberry plantation was
needed to be donee. The Project staffs had a meebing and decided to hire
15 workers for 5 doys with the wacse rate of 25 baht each. The Pro joct
Supervisor wrote Lo the Superintendent regunesting permission to do o,
The Project Supervisor waited for 2 months for the answer, and none
came. The iroject ool wont to che Superintendent to enquire. The
Superintendent wald thal he wic very busy and asked bhe Project staflt to
walt longere The cenbrad mulberery nlantation cufforeds

case 4iggee the Superintendent pave fertilizers, which were planned for the

central mulberry plantalion, to the cottlerse The result was the deterio-

ration of the central mulberry plantations



case 5

case 61

case 7

case 8;

casce 9:

—P
Once, the Project Supervisor reported to the Superintendent that
the fertilizers of the Project were insufficient. The Superintendent.
then, gave fertilizers; which were planned for another project,
to the Sericulture Project members. Then; later on, one day, he nrdered
the staffs of the Sericulture Project to return that amount of fertiliz ers
to the other project, The Project Supervisor had not been told at all
that the fertilimrs, which had becn given to the Project members, had to

be returnoed.

Sometim es when the Superintendent, the Assistant Superintendent, and the
Chief Accountant arce away, it is not possible to obtain gasolenc.

Severe limitation on the operation occurs if such happeninge coircidos
with the time when the membors are caring the old worms at thoir honsess
Such troubles has occurred three times Aalready. There was a lack of

gasolene for throe months.

Orce the Superintendent lent the Project vehicle to the local polic:, the

Project Supervisor went out to find the vehicle and demanded 1t return,

Because of the urgent need to use voehicles for Project activitics, the
Supervisor knowing that the fund for vasolene will be available fop

The Project in 3 months time, tho Supervisor obtained pasolene Crom a
gasolene station in advence for the purposcs Shen the Project'stung Cor
gasolenc was teansforsed to the Settlement (tﬂ the Superintendone ),

one of the Asststant Superintendent came o thoe Projeet Supervi. i ang
said that there was an uryent need to use that Cund elsewhere, (o
activities outside the Sericulture Projucts The 1'roject Supervisor
refused to allow the Assictant Superintendeni to do so. Thic refsal
has given rise to continuin: conflicts botween thitk Assiatant

Superintendent and the Project Supervisors

In onc settlement,; when o tractor develops problems and can ol be naed,
the Project Supervisor would have t write Lo Lhe Superintendent abont
the problem and ask for it to be repiaireds The Superintendent,

would, then order the repair Center of the Settlement Go ostamat.: the

cost of repairs, and subnit it to the Superintendents 10 Lthe cost 1o net
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Over 20,00C baht it is within the power of the Superintendent to
order the ropair to be donc. Sometimes, the whole process takes over

2 months.

case 101 The sctt’cment had 4 formalin spfayers. All of themwore not useable

and ncede’ repairs. There are no sprayers to be used to fumigate the
$ilkwor:s housss of the mumbers. The Supervisor adviscd the mumbers to use

lamps iy stead.



Appendix_IV

Criteria Used for Meaning Success

Criteria of Succoessfulness

1. produces about or over 150 k.«g. of cocoon per year
2., continue silk production

3. Repay the credit to BAAC consistently

Criteria of moucrately successful

1. preducesabout 100 - PSO'kg.(approx.) of cocoon per year *

Criteria of non - successful

1. oroduces less than 100 kg. (approx.). per year.
or 2. Hld silk warm rearing house is incompleted

or 3. neglipgent in the discharge of mulberry plantation

or U4, Stop silk production

*plan of cocoon production was set for 240 kg. per farm hcusehold

per year ( 6cycles ) ( 2 boxes of silk worm egg per 1 cycle )

s



