
Report Of Study Team
 

On Provincial Planning And Administration
 

InThailand
 

Office of Rural De\'elcn.ment 

Develooment Support Bureau
 

Ta1.D. 

'4a rch 1979 



. .. . . . 
. CHAPTER I
 

... .BACKGROUND 

This report has been prepared on the request of the Regional Planning

Division, NESBD, Government of Thailand under the sponsorship of the

Office of Rural 
Development and Development Administration, Development

Support Bureau, Agency for International Development, Washington. D.C. 
 The

members of the team were Stephen Born, Leo Jakobson, and Ved Prakash of

the School 
of Urban and Regional Planning of the University of Wisconsin,

Morris Solomon of the U.S. Department of Agriculture, James Wunsch and

Norman Nicholson (Team Leader) of the Office of Rural Development and
 
Development Administration, A.I.D.
 

The specific terms of the reconnaissance mission during the period
 
. ,January, 23. - February.. . . . ... . . . .. . . . .. . .. . 

1. Objectives
 

a. Identify pre-requisites for RTG to progressively transfer

planning/administrative responsibilities to provincial government,

examining such matters as planning methodology, sources of revenue,

budgetary procedures, staff training, and inter-agency coordination, etc.
 

b. Advise on most effective means for strengthening local planning

capabilities, with primary emphasis on provincial level 
planning but con-,

current attention to planning at District (Amphoe) and Village (Tambon)

level s.
 

c. Assess local administrative capabilities to carry out, monitcr, 
anc e'.uate li activitie.s, and make recommendations fc, u::,radin
these caoabiiities and establishing aoorooriate interaction between planning
and imlementation.
 

d. Make reccr.mendations for a model program to imorove rlnr,icadministration in selected Northeast province; NESDB suggests Sakon Nakhon,
oi.ovince in Ncrthern zCne of 'Northeast Region. 

e. Recommendations are to be compatible with current RTG organizational 
structure and policies regarding locus of planning/administrative

responsibilities, and be sensitive to cost implications of replicating

improvement program.
 

2. Related Issues for Examination
 

a. What institutional systems are in place or should be designed

to achieve sub-national regional coordination of the planning process when

several provinces are affected by the regional 
or area development- strategy?
 



b. "What are the linkages between the bottom up project selection
and planning approach and the top down priority setting and resource
 
allocation processes?
 

c. How can operating ministries integrate their sectoralized
 
planning and operating activities into the decentralization scheme at

the sub-national/regional level well the provincial, district and
as as 

village levels without coopting the critical local initiatives the entire
 
effort is intended to energize?
 

d. What project level 
design issues should be addressed to the
 
external donors in order to harmonize their area/regional projects with
 
the decentralized planning objectives?
 

The report is based on discussions with the staff of the following

agencies of the Royal Government of Thailand:
 

1. Regional Planning Division of the National Economic and Social
 
Development Board;
 

2. Office of the Under Secretary of State, Department of Local
 
Administration, Office of Policy and Planning of the Ministry of Interior;
 

3. Bureau of Budget;
 

4. National Institute of Development Administration;
 

5. Department of Community Development, Ministry of Interior;
 

~. Roya l r;iation Departmnent, Ministry cf Agricultur = and Cooperatives; 
-. Academy cf 'I'-l en... A • " -"- r 

.cn,r.Kaen University
 

9. Acceierated Rural Development Program, !inistry of Interior.
 

Extensive discussion were also held with the Governors, their staff,

district officers, and other officials of four provinces, i.e. Sakon Nakhc.n,

Sing Buri, Lop Buri, and Kanchana Buri.
 

The team also had the opportunity to discuss the planning process at
 
some 
length with the planning staffs of the N.E. Regional Planning Center
 
and the Central Regional Planning Center.
 

Any reconnaissance mission such as ours must include some words of

caution reflectino the limitations of the effort. The duration of our
 
work in Thailand has been necessarily brief. Our observations of the

provincial and related Planning processes 
come at a fledgling stage in the
 



~......~
 

maturation of a complEx undertaki"g. Thus, ir, some respects our 
judgments and conclusions are assuredly premature, and we only hope

they will be received as constructive observations "along the way."

'Additionally, we are hesitant to generalize based on inforamtion
 
gathered in only four changwats; it is unfortunate that we have no
 
alternative but to risk extrapolating from that very narrow information
 
base. Additional information gathered inforially from our Thai
 
colleagues regarding experience in other provinces and their general

observations give us greater confidence in our findings and recommen
dations. Finally, there can be no overstating possible errors in
 
interpretation growing out of the language "barrier." None of the
 
authors speak Thai, and we were reliant upon the remarkable translation
 
services and patience of our Thai andU.S. AID colleagues. Nevertheless,
 
we time and again witnessed difficulties in making ourselves clear and
 
in accurately comprehending answers to our questions. In addition, we
 
were unable to fully access key documents written in Thai (Five-Year

Changwat Plans, fiscal control sheets, project proposal documents,_etc,)........

We~a-ppr~ia~t the dfforts 
 f our" hosts inhelping us over this formidable
 
barrier, and take responsibility for any interpretive errors that result
 
ourselves.
 

We have been very impressed with the overall grasp Thai officials at

all levels have regarding the problems they face. There isa shared
 
awareness of the need for and difficulty of attaining decentralization
 
of planning and administration, and a shared commitment to achieving it.

We encountered this expression of commitment at every turn. There was
 
widespread agreement among Thai officials we met about such critical
 
issues as the shortcomings of available planning capacity at different
 
levels, the key role to be olayed by provincial Governors, and the
 
essentiality of results-oriEnted coordination.
 

In fact, as we have ex>'erienced Thai knowledge of their systerM, ,4we
5-=ve COME to Ceel lke ".,ne Proverbii C exe borrows -."cur*:tsioe '.
watch tc. tel vru the tc" It is -or- this nersec:ive that we "outsiders" 
oTfer t.is report wi th n cepe that cur -per--external ives 
ccu, ',h ex'n !e7-0er fresh an* 'S_ence ;rc,,ice some 
insignts that nicht assi Thailand in this very important effcr.. 



CHAPTER II
 

Provincial Planning Process
 

A. Oranization for Planning and Provincial Capacity
 

In our reconnaissance-level interviews with several national agencies
 
and meetings with local officials and governors in four Changwats
 
(Sakon Nakhon, Singburi, Lopbu'ri and Kanchanaburi), we have become con
vinced that both in principle and in practice, there is a widespread
 
commitment to decentralized, "bottom up" planning. In all of our
 
discussions, we found a generally-shared acceptance of the need for
 
planning ard coordination at the changwat level, with some expressions
 
of concern for the concurrent strengthening of district planning capacity
 
and role. Nothing signifies this 'commitment so meaninglfully as the
 
a6ation of Iofet -for Fiscal Year '79,with
 
expectations of increased funding levels in succeeding years., Thus,
 
the "Provincial Economic and Social Development Planning Regulation
 
B.E. 2520)' coupled with the annual operating program requirement and
 
supporting funds have set in motion,a high level of activity; this is
 
especially significant given the difficulties associated with "start-up"
 
for any major new program.
 

1. Findings
 

(a) We are thoroughly persuaded that the Changwat is not only the
 
most appropriate level, but the only feasible level for the vertical
 
and horizontal integration of planning activities. Strengthening planning
 
at other related levels must be regarded as a supplementary effort as
 
a future goal.
 

(b)Based on our present understanding, we believe that the
 
e:authori-%es, ora-nizational Zructures, and roles are largely
 

a qC. e -:r successfully undertair,- Thangwat-level development planning
 
if they are properly utilized. As will be detailed later, we are
 
convinced that the Governor (and his planning staff) hold the keys to
 
success via the full exercise of their,authority, responsibility, and
 
influence.
 

(c) The new provincial planning initiative is a significant step

forward in stimulating "bottom -up planning" but administrative influence
 
over the process remains heavy, while effective integration of bottom
up and top-Jown initiatives presents certain problems.
 

(d), There is a great deal of confusion in all quarters about the
 
provincial planning process--procedures, financing, proper roles for
 
various levels of authority, and the criteria to be applied.
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2.Discussion
 

two As required by, Planning Regulation•B,E. 2520) effective .J,,y 1,1977, '
 tonew institutions are created: the national-level Central Committee
 
on Provincial Development (CCPD); and the Provincial Planning Committee,

largely comprised of administrative officials within the Changwat and

chaired by the Governor. The regulation also requires the preparation

of a Five-Year Economic and Social Development Plan of the Changwat;

and an Annual Operation. Program coinciding with the preparation of
 
the Annual national budget.
 

As far as we can tell, most of the Five-Year Changwat Plans were
initiated andlargely completed prior to the promulgation of the 1977

Planning Regulation. 
Although we have not yet had the opportunity to

revieW an English'translation of a five-year plan, we believe its most
 
important components are: 
 (1)a local "felt needs" statement developed
with active involvement of the people down to the village level, 
as

interpreted by district officers: 
(2)a compilation of physical, social,....
and -'economi 'infoeiation abb-ut -thei
Changwat 3 -som'e- ov. rall statements

regarding development issues and goals (including specific targets in
 
some cases); and (4) an aggregation of projects to meet the perceived

local needs. The project compilation appears to have been accomplished

largely through administrative channels.
 

Although in 
some cases these pre-July 1977 Five-Year Plans appear

to have been modified consistent with the new Planning Regulation, in
most cases there were neither adequate resources or time to do so. Their
principal utility in the post-1977 Changwat Planning Process appears to

be (a)providing an expression of the "felt needs of the people,"

and (b)providing a shopping list of projects for preparing the

Annual Operations Program. 
They appear to have been of little value,

or at least little used, in establishing the context for project proposal

oeveicpment--that is, in setting objectives for project identification
 
ano se;ection, as well as establishino a clearer basis for project review

(clearly, however, as noted in Sections 7 and 11 
of Planning Regulation

a.-_:. ~325,the Fi'e-Year Economic and Social Development Plan of the
 ., ,,st wa_: be used as h:e basic cui.-e for allocating funds via the
 
,nri Operatlons Program). The use anc existence oi the Five-Year Plans
 
was nct emphasized in any of our provincial 
level interviews, and, often:
 
was ro In all
readily available. cases, the provincial plans were

iar ely prepred by Reclonai Planning Center staff of NESDB.
 

The preparation of the Annual Operations Program (COP) involves a
rather complicated and often confusing process. 
 Individual districts and

changwats (and their administrative officials) are at different stages
in their early experience with the process, and there is 
a great deal of
variation regarding the specifics of the process. 
 In general terms,

the process is summarized in the following table:
 



• : - - > . S ; , " : • V, ! > . ... . L - L; - ' . '. 

•••3
 

Process for Submission of Projects for Inclusion
 

in the Approved "Annua' Operations Program" and
 
Consideration for Special Development Project Funding
 

Tambons Munici- District Regional

Actor Function palities Sanitary Chief PPC Planning CCPD
 

Districts Center-NESDB
 

Project Initiation X,
 

Project'Review X X X X
 

~ Project Ranking X (X 

"roject Veto X X
pr
 

Approval x 

Pro-

Reference Document Applications Applica- posed
 

tion AOP AOP
 

Instructions and project application forms are distributed via the
 
Governor and District Chief. Ideas for projects come from villages,
 
self-governing bodies, technical personnel of line departments, and from
 
Project compilations 'ncluded in the Five-Year Changwat Plan. At the
 
:istrict ievel , the diszrict chief may use a revie; zomritzee to screen 
urojects, or more commonly request the advice of os:;icz officers of
 
* ne agencies on an as needeo basis. projects siggestec by district
 
- cers of ne acenc-es, hhew4-cr district chief concurs, are
 
c--erally referred back to Tambor councils for consideration rather
 
-an incorporated in the district submission. The primary basis for
 
project rejection at the district level appears .o Ie si-e, scope, and
 
limited benefits; that is, ca n be by vil1a
the project uncerzaen ,,he e 
itself on a "self-help" basis.
 

At the changwat level, subcommittees of the PPC were formed to 
review project applications. There appear to be occasional cases of 
Governor veto of projects prior to consideration by the full PPC. The 
reference document advanced by the PPC generally includes an attempt to 
list all projects proposed within the provincial jurisdiction, regardless
of source of funding, but information regarding line ministry projeczs 
in the province is often incomplete and inadequate. in at least one 
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changwat, the PPC specifically eliminated projects from their proposed
 
AOP 	that were included in line agency budget requcsts. Regional, planning
 
center staff of NESDB occasionally assisted in the 'review of projects
 
at the Changwat level upon request. The basic function of the regional
 
center has been to aggregate provincial data and review PPC submittals.
 
Limited technical and editorial review of projects also occurs.
 

The 	proposed provincial AOP is then reviewed by CCPD and its
 
Secretariat staff, and approved in principle. This approved reference
 
document is the Annual Operations Program for the changwat. Unfortunately,
 
it is frequently referred to by personnel at all levels as a plan; in
 
reality, it is neither a plan nor an operating budget--but rather a
 
consolidation of changwat fiscal requests, regardless of source.
 

In practice, there is very little legislative or representative
 
body awareness or role to date at any level of the process except at
 
the lowest--the tambon--and even at this levei administrative influence
 
appears quite strong .......
Membershi po-the 7PPC-by-regulation is 'dominated
by administrative personnel. The government may wish to examine this
 
feature of the process at some future date.
 

At a subsequent time, the Changwat Planning Fund financial allocation
 
for the Changwat is sent to the Changwat via the Ministry ,of Interior,
 
acting for CCPD. In the first funding cycle, funding requests were
 
reduced on a lump sum and not on project specific basis. The national
 
level did specify urban and rural allocation percentages, and suggested
 
guidelines for further allocation. The changwats and districts then
 
mad. intra-category allocations in various ways. The process for district
 
budgetary cutbacks and allocations was equally variable. For example,
 
in one province district officers responded as follows to the prospect
 
of allecation of too few funds within the district:
 

allocates by vwhntever district Driorties were indicatec 

in orci-ai diszric: submission; 

c. 	 e Dloys ; c,)rflict resolution aporoach; invites Tambor, 
ea-ders tc a weetinc, exolainl , . I sizuazior, and a-.

wnaz to do; negotiations leaQ Z0 ar, accepz_=:E solutior; 

c. 	 'will do it-The Thai way; knows what is best in differe,
situations ano will decide at that time"; looks for paz~h 
of least resistance in selecting popular compromise; 

All these district chiefs agreed that sensitivity to the politics of
 
the situation is important, and that although they have the authority,
 
they will not make the funding alloc-tion decisions by thmselves.
 

The "plans" themselves--both Five-Year plans and AOPs (as well as
 
the project application compilations' appear to be missing an adequate
 

.re.erencingsystem. Such a system might locate projects
 



symbolically on a map, based on type of project, status, responsible
 
,agency or funding source, etc. This visual display might help indicate
 
the distributive aspects of proposals, as well as suggest project/program
 
linkages and gaps.
 

One thing is clear to us: there is a great deal of confusionin all
 
quarters about the provincial planning process. How does it work and who
 
is responsible for what? What are its purposes? What are the funding
 
implications? Confusion of course, is common in "start-up" operations 1j
 
especially when undertaken relatively quickly. The main sources of the'p
1
 
confusion seem to be: /
 

1. changing directives from the national level, i.e., pre-1977 
Changwat planning requirements vs. post-July 1977 requirements: changes
 
associated with new administrative guidelines stemming from allocation of
 
the spcial 1% development funds;
 

" ......2 .. Cettityabout theexistence, tit e conterits, and use of
 
the various reference documents,, i.e., the Five-Year Changwat Plan and
 
the contents of the PPC-proposed Annual Operations PrLoram (AOP);
 

3. uncertainty or ignorance regarding funding sources, especially
 
with regard to the national special 1% development fund, and the types
 
of projects most likely to qualify; and 

4. insufficient communication with, and preparation and training
 
of, parties involved with the process.
 

These problems can and should be resolved.
 

There are several major problems with the project application process
 
which leads to the construction of the AOP in the overall provincial
 
,l.anninc :"-:ess. Perl-anE most imoortan-ly is the cener- uncer.-taity 
aDout av'iaole level cf funding. This lack of undersza:,cir, recardir.. 

.cacetary reaii .:es wnen cesignino ano reviewino roj-s ncz: o 
unreais7 c ,c'eJes s and expecza-ions, but also overloads the 

Dianninc!Drc:'-: review system wlcr burIensome owor, e 
opinion zhat. zris unnecessary bureaucratic load can undermine t- enire 
proces s de,,c.encies in the local project subr-i-t"as ir.ciuae: 

- inadequate cost estimation procedures and information; 

- inadequate project design and phasing so as to anticipate the 
sequence of events and utilization actions; 

- impact assessment procedures, especially with regard to the
 
effects of individual and aggregations of projects on the
 
natural environment; 
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inadequate follow-through; failure to use the plan for post
< approval programming, evaluation, and monitoring; and 

-

- the need to clearly identify projects to be funded from the 
special ,,.national account, both for administrative purposes
 
and to accentuate and clarify the national commitment to 
"bottom up" planning in Thailand. 

- lack of clearly articulated criteria or procedures for ranking 
projects for priority funding. 

The most frequent cited problem in our interviews are undoubtedly resource
 

constraints--both fiscal and manpower. The fiscal question is a matt.r
 
of national policy. With regard to the latter point, we believe there
 
are manpower shortages, but much of the manpower problem appears to
 
be due to the inadequate training of existing staff or their diversion
 
to other responsibilities. In some provinces allocated posts lie
 
vacant.. AI tho-ug hthere are manpo6wer' -sho-rta-ges -i n :some -s pe-cial izations 
(e.g. engineering), we believe there is some excess capacity among line 
agency field personnel at the provincial and district.level. There 
appears to be a need to find ways to mobilize district technical staff 
for provincial planning. Clearer definition of the importance attached 
to Chargwat planning by national agencies and Governors will be needed to 
achieve more effective and committed use of these technical resources. 
Some changwat planning officers have reported poor results in working 
with diszrict-level functional personnel to do provincial planning. 
The contention is that many of these staff cannot see past their own 
functions responsibilities, and that moreover their line agencies 
don't understand the provincial planning process. Changwat planners 
argue that the broad perspective needed for provincial planning is 
absent....hence the need for additional planning staff in the Governor's 
office. While we concur in this need for staffing changwat planners in 
the Gover.-c,,'_S office, we also believe tha: district-level line agency 
staff can anc co contribute enormously in nrovidinc -ethnical advice 
anc informazionc:o project ceve'77::',"nt e fc,1s. The'; should not be 

:edto f:r. n as -_nrc ,crsanc ceneraliszs' 

There also appears to be some evidence that the failure cf the
 
personnel advancement system to reward successful contributions to
 
chancwat planning make particication in the efort a diversion from , 
civil servant's normal career track. The high turnover rate of some
 
district staff was also advanced as a limiting factor in relying upon
 
line officers at the critical district level of the provincial planning
 
process. The recent successes in the use of regional educational
 
institution faculty to provide technical assistance in the project
 
planning process seems to suggest the value of accessing technical
 
capacity in this way.
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B. Proect Planninc Review Execution, and Evaluation
 

Pursuant to the Fourth Plan oevelopment strategies as detailed in 
the Provincial Economic and Social Development Planning Regulation 
(B.E. 2520) promulgated in July 1977, provinces have been engaged in 
the preparation of Five Year Development Plans as Well asl the Annual 
Operation Programs. The Central Committee for Provincial Development 
and its secretariat appropriately consider project planning as one of 
the most critical elements of the provincial planning process. Clearly,
 
projects are at the core of planning efforts at provincial and sub
provincial levels. We endorse this emphasis, since the aim of planning
 
is to identify and select the combination of measures best fitted to
 
attain regional and local objectives, planning which does not make pro
vision for well prepared projects is in effect no planning at all.
 

1. Findings
 

We onietht projet pvarying aspects 
is a very complex and a difficult one. This is especially so with
 
respect to provincial planning and development projects, since these
 
efforts were initiated only recently. On the basis of our reconnaissance
 
and brief field visits to these provinces, the following potential
 
problems need careful examination: 

(a) Currently the project sheets include information on capital
 
outlays only. It is equally important that maintenance and operating
 
costs be estimated and included in the project identification and
 
preparation activities. Financing (resource mobilization) of capital
 
outlays as well as recurring costs may thus be juxtaposed with capital
 
and operating costs.
 

(b) it is likeiy -hat estimated capital costs may turn out to be
 
cuite different than the actual costs at the time of execution of some
 
projects, Iere is some evidence from our inzer.iews that the divergen;e 
may be aui-,;e larCe. This prol-iem ,ay become less serious over time ard 
would be reduced wi-h -ne aco['-ion of more systematic review. procedures 
in the future. However, -nere invariably will be cosz overruns. Cos
control procedures and different funding arrangements may therefore
 
be considered.
 

(c) Some projects may be initiated and executed within a given
 
fiscal period, whereas others may take two or more years. Alternative
 
approaches to handling multi-year projects should be examined.
 

(d) Because of the rapidity in which project related activities 
had to proceed at all levels (local, district, provincial, and central) 
the review process at Provincial Planning Committee and Central Committee 

K .. / 3 :! , f : L " " ' - ;- - .- ' • - , - -'J '< . /,: ; .-- !. - :v. :;-" i . L . , , . ; . 
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in-erventions at the projector sectoral 
level and eventually through the 
rt-*culai a o'-t -='" investment strategies, the Regional Pl1anninoiiSion and the CCPD should anticipate an increasing administrative 

our-en originating in this need to integrate bottom-up and -op-down
planfiinc. It should be noted, however, that the team did not consider

itpart of its charge and neither dic it have time to evaluate the
 
capacity or the future requirements of the Regional Planning Division
 
formeeting this role.
 

Itshould be recognized, however, that the most immediate potential'\

for effectina coordination 'between top-down and bottom-up efforts is at

the orc.ational level--at the province and district. 
Althouah ultimately,

local representatives of the line ministries are constrainted by national
 
programs and priorities of their ministries, there appears to be an

underutilized potential for employing their services to 
improve compli
mentarity among programs and in utilizing the 1% local development fund
 
to help exploit those complimentarities. That iswhy the team stresses
 
that the first step in integrated planning isat the project levelland 
 .
 

C. The Role of the Governor and His Office in Provincial Planning
 

1. Findings
 

(a) The Governor's office is the key to the ".ntegration of top
down and bottom-up planning, and in consequence the Governor's role in
 
project and program initiative should be strengthened.
 

(b) Existing staff capacity at the provincial level appears to be

adequate to the task ifitwere properly trained and utilized.
 

(c) in the future, however, broader recruitment for local planning

positions and greater attention to career perspectives for these posts
;s oesir b e .
 

(d) 1,tznough generally outside the scone of this reoort, attention
-hould .. as . a.n-C--iate means to strerthene aiven as soon o.._: 
the coordinatino role of the Governor over the activitieS of nazioral 
ministries within his province. 

As noted eariier, the Governor and his staff must play the key roleif Changwat planning isto really succeed. Organizationally, the pro
vincial Governor is at the pivotal intersection between "bottom up"
and "tot down" flows of authority and administrative activity, as shown 
in the attached organization chart. Based on earlier enactments and
directives, the Governor has broad administrative oversight and responsi
bilities. Planning Reaulation B.E. 2520 strengthen his role by making

him responsible for supervising the development of the Five-year Plan,

and as chairman of the PPC making him the key actor in the determination
 
of orojects to be included in the prooosea AOP, and subsecuent reallocation
 
of alloTec funds. !n this latter role, much c-
his power is strongly

implied rather than explicit. LS noted in the M~inistry of Tn-erior
 

- , 
_____, _________ . _ .L ...,.;. ::. ., - 4-!
. . . ,. ,,,: ::: , 
 - ,:.:
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'I~ ,-ihrqiemre~ ~~ oaned~; itc ert Porer a longer ime~ ~ souto 

. an dopportunities fo saisfying.the needso0f.the ;iviila'brs and in- ,
 
.-.initiating: innovati ve and more comprehensiv ,responses :than are currently 
 i
 

- :':,]W hat was noteworthy in the team's review of the curren~t planning. : .!
 
.. practi ces: was 
the li mited: nature: of provincial: level- programmati c ini tiativre. iil
 
•:

!ii
 

iil
 

!
 

Neither thel superior,management or technical resou'rces. of the provitricial...administration nor its access .to external support (e.g. from the reonal .: i 

:.planning centers .or .research.institutions) appear to: have-.been Utiliied i 
::to encourage a more systematic or effectivei use of :these: funds to respond
.to demands .from below, It seems to us. appropriateithat the 3provincial 

-'t: i. 

, Planners be encouraged to take a much more positive role in shaping more
I.ntearated responses to the local felt needs,. ,' : :.:. 

"? 

t In another context,: the province can play a role inl communicating.. 
ne es ar l "I-4 ' n 

...... # 
77 

the villager's needs to the oovernment in Bangkok. ;At the present time
the Province organizes, and then passes on local requests to the CCPD. It 
seems entirely appro'priate,however, that the provincial, planners should 

-

play a more active role in analyzing local .demands and problems, in 
searching for complimentarities between local initiatives and national i 
programs, and in identifying key targets of opportunity for national 
programs within the province.-: 

In addition, the provincial planners can make an important contribution
 
to national development efforts by'evaluating, in a constructive fashion,

national efforts within the province in 
terms of their imoact on the 

local pulation and their responsiveness:to local needs. This information
planig cntrsor researchlopinttions apertohv be-t eamor
to ecourgesysematc o effctivlus of hsefund tegonrepon
could Drovide feedback to national program development,
 

.he- -rovinclal ncianners r-ecresent,. therefore, the first link .a . . . c n ,=.national -:rocrams (t -iloyrn ti "c -= efI rt- r., 
I",ri, i liited staf modest bu g~ S of tne rovi,Ica-S thist.he -.Fand ;]
\.q
• "o~e ,,_.ne e s r ly. mo-r--st tut ispotentially s,' , .: . .processed whrough the resources o' the Regional Planning Of 
nces ante
 

the iNESED. The Regional Planning Offices, in the first instance, and 
ul ima.tely the Regional Planning Division in the jNSDE ,,l have to aggregate,anaiyze, and interpret the feedack coming in from the provincir"a nese 
administration. The responsibility for "leveraind"changes in the
 

priorities or programs of national ministries on the one hand or of
educatingthe provincial planners, and through them villagers, about the 
efective constraints on meeting local demands will fall on the Regional
 
PlanningDivision and the CCPD.
 

Both annually, throuh its role in cialnlevel bprogrmmatc
'a
 

in its approval or Annual Operating Plans of the provinces, and in the
ionaer termto o ts acceoeternal ot (eg.fr tregional 

i 
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.o predict and cope w tn the impnact of-F other 4sec-torai pi n's TrU eintegrati or, reTers o iuitaneo us cetermi'nation OT the oDiectives,the r trade-offs and the Jc 1intzjs Fofolicy instrumen.si llsco 
plans,,invlolved. Distinction between co-ordination and integration,

though tenuous in actual practice, has far-reaching implicaions, T ecause
 
the best solution found by economists and physdcal planners indiv~dually

may be-inferior to "one inwhich the solution internalizes the approaches
initiatives of other sectoral. In light of the conceptual difficulties, 

- and most importantly, the operational constraints of 	 j.each case, regional

planning may never be truly comprehensive and integrated. The new
budget procedures (cooperation between NESDB, Bureau of the Budget, and 

* 	the Civil Service Commission and joint review of projects and programs
in light of fiscal constraints) proposed for next fiscal year should go
a long way towards achieving the co-ordination function. 

At 	 the specific project level however, most of the difficulties,

associated with inteoration, can be overcome and an nteorated_approach
-t-poetp 

,nigmy-b'dvlopd-in-ht-ptaprogdrammi.t.c,
financial, budgetary and investment concerns, as well 
as 	 social and
environmental objectives, are woven into 
a comprehensive process. It may

be 	desirable that all the different aspects and stages in project

development, review approval, execution, and evaluation are designed

and put in place during the early phases of project development. Evaluation
 
should not be viewed in an 
ex 	Dost sense only. At any point in time,

the degree of sophistication of the entire process must be commensurated
 
with staff capacities involved in various staqes.
 

It is the view of the team, therefore, that the most immediate and

dramatic improvements in provincial planning can 
be provided by an efFort 
to improve existing project design, apDroval, implementation. and evalu
ation procedures and that this can be done at 
reasonably low cost and a
reasonably short time span. 
 This will be discussed further below.
 

:.-e:rated planning az the provincial level will alsc require, ,
time, -he clear articul ti l the proper role o' he severa!

of l anrnino--distri ct ... orcvi, .regional. 
 and national. '. c ';is.I 
The aoro ria te role f each eve aI-wresewn iu n Te c......onciscussion of provincial planning it is importanz 7o recognize tI;at
is 	 at the provincial level 

it 
that the key process OT interating 'botmu
 

and " oD-down" perspectives will occur.
 

As 	indicated above, the 
initiation of the i local development fund '
 has taken an important step in responding to the high priority "felt
needs" of the villages for small public works projects. The team feels

that steps could be taken to improve the effectiveness and management

of 	these efforts and that more might be done to 
stimulate self-help,

but on 
the whole the expansion of this effort is to be encouraged.
 

Sy 'he very nature of the project initiation, fundinc, and approval
process, towever, these bottom-up efforts have been small, fragmented,

and siort ter, responses to local needs. The-e are, nevertheless, many
 

http:instrumen.si


7~ 

for, Provincial DeveloDment levels 
nas been rathe-, rudimentary and

superFicial. ihe revie process ,, 
need to be systemizec and strengtnenec.

In particular, it mav be desirable to encourage the use of simplified

forms of impact and beneficiary analysis to assist in th'e ranking of
projects and to develop criteria for 
use in the selection process.
 

(e) Small scale local projects appear to have 
a number of problems

of design and management that could be corrected by adequate training

and improved budgeting procedures. 
 One problem is the failure to recognize

the overall 
integrity of the project when budget adjustments are made
 
and the consequence that these projects may fail 
to yield their full
 
potential benefit. For example, ,the team saw one water storage project

in which there were insufficient funds to complete the distribution
 
channels. 
 A second aspect of this problem is the inadequate attention
 
to "software" (i.e. non-engineering aspects) in the designof capital

projects. 
 Thus minor irrigation might be provided without any consideration
 
given to supporting extension, agricultural credit, marketing, or

maintenance costs. Improved training of the project initiators (at the
 ... tambon or..di stri.cti.. evei-).- and of-those who. review-projects (at. the-
provincial level) might make a quick improvement in this situation.
 

(f) We believe that provincial (Five-Year) Development Plans were
not utilized as framworks or reference points in the formulation/review
of projects. 
 The linkage between the multi-year development plan and
 
the projects need to recognized and reinforced.
 

(9) Frovinciai Planning Committees, as 
of now, have not initiated
 
any eff-orts towards setting up monitoring and evaluation systems.

Relevant data and information generated from these Droceoures would Drovide
 
the most valuable feedacks into aecentralized planning and aecision
making pol cies and Procrams and o:ould leac to appropriate adjustments

in local, rn. 'onai, - national 2'anninc ,-rccesses. 

(h) F:-,nily, it -av be poiroed out :rE- in rezer. year-, Planringn,'aczioners As well as eCucators s;ave cleariy recognriZe tne neec for
in:%.-_ratinc ..vsca, a:: economic elemen-s into a comprehensive planninc 
process for reglona', cizvelopment. 

Discussicr
 

The team feels tnat integrated planning, as in (h) above, is the
 
appropriate long-term goal of building a provincial planning capacity in

Thailand. However, the task will 
not be an easy one. In particular,
 
one must draw a diszinction between "inteoration" and "co-ordination".
 
These 'terms have oft,2n been used interchangeably by planners and others.

however, the concerzs are very different. All integrative activities

also .cororate e ants of co-ordination. 
 The basic distinction between

co-.:;ration and irzegration is that in co-ordination, the sectoral 
,E ,ze incepener.:> ,reoared and imolemented bit the olanners try 
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pampniet regaroing tnhe uovernor s Office, it is a project coordination 
and planning center with r.spensibiiities to compile statistical infor
iation, implement Changwat Development and project planning, coordinate
 
and implement projects, and monitor and evaluate project execution. In
 
our view, this is both a larae and appropriate assignment of responsi
bilities, with important policy and planning dimensions. The only weak
ness we see is the limited Project initiation role pursued by Governors,

incontrast to their active role, n administrative and planning review
 
and coordination functions.
 

To undertake realistically and successfully a job of this magnitude,

a Governor must have more than the tools, i.e., the authorities and
 
responsibilities. He must also have the wherewithal use
to those tools,

i.e., the staff capacity. It is our understanding that about eight

provincial staff pcsitions are allotted to the Governor's Office. 
Of
 
those eight, there are charged with principal planning responsibilities,

including the Chief Chanowat Planning Officer. In practice, we found
 
the planning staff capacity to be 
on the order of one full-time equivalent.

.In-some-cases-these-individuals---nave-.been- assi gned--other-functions--with.
 
a perceived higher priority and importance. Fragmentation of staff
 
resoonsibility appears typical, and is best exemplified by the Chief
 
Planning Officer himself. He commonly is the Governor's chief secretary
 
as well, with a host of other, often more immediate responsibilities.

Inother cases, planning staff vacancies have simply not been filled.
 

There is also reason to be concerned about th'e qualifications and
 
commitment of Provincial planning staff. 
Most aooear to have backgrounds

in public administration/political science. Although with proper

traininc this can be a suitable academic backaround for planning, the
 
training is often inadeauate. Added trainina and a more diversified
 
_:af ,ecruizment are called for. in addition, in 
our field visiZs VIe 
"eouen-'v.encountered the notion that Darticioation in Changwat Planning

ar'lthe ,anning ac-i;.--., cene-'"-, consti.t.ted a tanan'. or diversion 
*-,n the mainstream -- e sta F rerson's career track. Lintil this 

.cr i ere£. v.a demonst.-'-on of the importance to the covern
n-c --c,.--n .. c in orde- -, lo a coc. ;o in administratir-r 

civil ervanz's willingness se:iously tc conduct the plannina respcr
bilitv will be diminished. 

in several situations we found a ivision of allegiance and
 
resoonsibility on the oart of provincial and district line agency officers
 
between the Governor and their respective departments. In some cases,

this situation, coupled with a lack of line agency understanding of the
 
provincial planning orocess, imoedes the Governor's ability effectively
 
to draw on those resources for soecialized expertise. By and large,
however, it appeared to us that =1Governor can marshal the recuisite 
technical resources by the full deployment of his authority, real 
and

imolied. The Personal skills of Governors appear to be a key ingredient
 
in maximiZina this influence.
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inshort, vie believe most irnot all tho capahility (exceptlinrc

provincial planning staff) noi,' 
 exists for Governors to perform their 
critical provi ncial plannina and -coordinat"ing roles well. We believe 
that when Governors see rlanninc as affectino the allocation of sioni-ficant 
amounts of resources and affecting decision-making within their juris
dictions, they will set priorities accordingly and cornand the resources,
and that the array of governmental staff in the province will respond. 

D. The Role and Capabilities of Regional Planning Centers
 

Beginning approximately five years ago, NESBD, Division of Regional

Planning, established a system of regional planning centers (RPCs)

located in the regions where appropriate. The present staffing includes
 
about six per region, which along with central staff represents about 30

people. Iost of ,the staff has an academic background related to economics.

We have discussed with Thai officials their concerns about the appropriate

context for regional planning. To some Thai officials, the absence of

the traditional "comprehensive regional plan" represents a mission aspect

of the Thai planning system. We have been informed that the RPCs have
 

7-....... 
 prepa red-prelimi nary regional--, frameviorks" that -fal fr t'hrtof ideal'
 
*r'recional plans.
 

We do not share that concern, and believe that the best use of

regional planning center capacity is 
to augment and strengthen the pro
vincial 
planning process and system, with selective regional (inthe true
 
sense) activity. With few exception: worldwide, the "regional" 
level
 
is a shadow level of government, lacking any real authority. Our bias
 
that planning must impact decision-making persuades us that "regional

planning" must take place congruent with the boundaries of administrative
 
authority.
 

1. Findings
 

he-,- are a varietv. of noscible roles which appear to take nricrity
 
cc enens'v'e rcinan-rakina" -zt shourld b=E perforne by
.7- _!e:. These nclude: 

,, ervinc as a data and irfomation management center; 
"magoar-.a t;;g rovn.ia i.ans and data, i.e., providino a 

limited regional perspective as opposed to a fully synthesized and
 
integrated regional plan;
 

(c) conflict resolution among contradictory provincial plan elements;
 

.(d) selective regional issue and problem analysis (example

assessment of water resource development and impacts for multi-pro
vincial areas of Northeast Thailand):
 



(e) providing, either directly or as 
a broker,.a pool of tr-hnical
 
resources for assistino Chanwat planning;
 

(f) preparation of standardized components for local project
design activities, e.g., standard cost/benefit pro forma;
 
(g) facilitating interagency and intergovernmental coordination
 

information transfer and guidelines; and
 

(h) selected training activities.
 

2. Discussion
 

The variety of functions listed above fall into three broad categories:
tpchnical support for the provincial planners, inter-governmental and
inter-agency linkages, and the development of a regional perspective

to ouide the investment stratecies of both national ministries and pro
vincial governments.
 

(a) Technical Support Role:
 

To date, the NPCs have largely prepared the Five-year Plans for all
the chanawats. They have done this task in 
a comparatively "top-down"
mode because of the lack of adequate staff capacity and ability at the
.rovincial level. 
 For example, in-the Northeastern Region, five RPC
staff drew up the plans for 16 chanowats. While fully cognizant that
there was no other way to accomplish this mandated task in the time
available, we are concerned that the RPC effort in the future','not obviate
the "bottom-up" aspect od changwat planning. 
 We believe that the RPC

staff role should be technical assistance in project develooment and plan


a..,;aion, and no "to-down"-oriented olan-making.
 

-Te R.PCs h=.e also assisted ir develoinc A,"Ps by :vi - n'-nicai, 
.nformr.- This is a furction wh,h the tea, feels shc,u!d be
 exoar, ec. The R.-? shoud have a rajcr re 
ir organizing and directinc
,
 .
 n research :n :ne re:--r, and 'or anaiyzing the res

of Z'Ic, esearch for use by both the national ministries and Lorovinces. The initiative for such studies mioht come eitner 
rom the

Irovinces,
in suoport of their owr, olannino activities. :r f7roM the PCitseIf for the purpose of providino recional guidelines for public investment in the region. Of key importance, however, is that the results of
such analysis should be translated into operational guidelines for project
selection, design, and implementation which can be quickly and easily be


utilized by the provinces.
 

Examples of the kind of analysis which might be undertaken are
sugcested by the team's visit to tr-e .orh-east
region. The team was
struck by the need for better inf - rma -ion on the market-in condIt-onsin the recion. Two kinds of analysis appeared to be Particularlv imortant. rrsc, an anal,sis of the marketing patterns and conditi 
ns rnat michz

assls- or 
inhibit the growth of small-scale enterorizes in the region
 



is essential because such enterprises can do mucn to stimulate economic
activity and employment. 
 Second, any attempt to alleviate poverty in
the region will require a clear understandinq of the access of small
farmers to markets, the characteristics .of the marketing agents available
 to them, and an 
analysis of ,the kinds of improvements in marketing
which will provide the most rapid increase in the welfare of the poorest

farmers.
 

Another focus for analysis which seems 
to have high priority would
be an 
examination of trends and conditions of tenurial arrangenments in
the region. 
 The opening up of new forest lands and the decision to provide
tenure certificates to 
farmers on this land, efforts to'bring about-land
consolidation associated with new irrigation improvements, 
or.the adjudication
of user rights when they threaten to destroy the natural resource base,
are all 
matters which require careful analysis and constant monitoring.
 

These and other studies might be commissioned by the RPC and the
results fed into a regional data system and converted into policy guidance
 
. .r..to. 
 - .the.provinces. 


The other major support function which the RPCs might perform for
the provincial planning offices would be the provision of standardized

planning manuals, training programs, procedures for project design and
standardized cost estimates, provision of specialized technical 
suooort
in the design of specific projects (presumably with staff borrow'eci from
other agencies or from the research institutions in the region), and
evaluation of project results and impact. 
 Much of this work could, in
fact, be contracted out to other agencies (e.'. 
 the training function)
but the PPC would play a critical 
role in defining tasks, monitorinc

Progress, and assuring full utilization of the output.
 

.,i_5 n:,t assume, that the R0Cs would thersel Yes be a.! to orc"' e
 . t"ect:-:.cai sup c- : rec -u re by the provinces t,ut r=---ntir "naSnnrm,.t ses act as the a-g. : or broker for the Drc, ..ces in
securinc as tance.fret -,-_ universi-ies, the governmer., or even zr,e

The RPa' ceve= ea:et-assure,, quality ccr,-:-
4-Te tc. of the information cenerated by indivic-a 
 provircia.


e7-cr7s. and the consistence of intra-renional projects. Thus, 
-For
 -ne irmediate fiture the exDansion of this support role wOUld not ertai
 
an expansion of RPC staff.
 

(b) Vertical and horizontal linkages:
 

Effective provincial level planning will clearly require ':iat meansbe found to 
assure that local efforts are consistent with and are reinforced
by national programs within the region. 
 At the present time, however,

these linkages appear to be only beginning to emerge and clearly need
 
stranhthen4 ng.
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The first step that the RPC might play is in strengthening the
bottom-up" plannino thrust. 
 At the present time, due to uncertainties
 

of levels of funding and budget procedures, bottom-up planning is often
 
somewhat unrealistic. The ROC could be of assistance in working with
 
the provincial plannersjto rational'ize the' bottom-up component of the
 
planning. It will obviously be easier for the NESBD to 
"lever" national

ministry support for and responsiveness to local initiatives if these
 
initiatives are clearly focused and represent reasonable expectations

of available manpower and funding. 

It should also be a function of the RPCs to identify complimentarities
among the programs and projects of the provinces within a region and to 
encourage cooperation in solving problems common to several provinces.
The concentration of several provinces' resources ondlan inter-related set 
of problems is a particularly effective way of attracting the attention 
and support of a national ministry, which might find it more difficult to 
respond to more smaller and more scattered projects. Similarly, when 
a national ministry identifies common problems at the micro-level which 
reqUi re- i tS attehti 6h,.the- RPC-m in iica pposition to encouragefe 
shifts in local priorities to support that national program. The inter
venlion of the RPC may, in fact, help to rationalize the demands of the
 
national ministries on local administration and on the locali authorities
 
for support for their respective programs.
 

It is particularly important that the RPC be well informed about the 
programs and projects of the central line ministries in the region. -The 
team was struck by the fact that it was difficult for the provincial
planning staff to have a clear picture of the total pattern of public
investment in the province and to make judgments on the strain which
 
that investment Drooram might place on administrative staff or community
 
eescurces on the one 
hand or its imoact on income cisoarities on the
othe". The PC c.L(vd work ,'th the national miristries to w,,k out 
effice-, irfcr:-a.ior; sha-ir;-_-. : ,ocecures with the orovincez surethey ,, in use f:r . [e, inforration about crceccz 'n-e!-:en, 
vrocress made, and nczertla: su.oort recuired :rom the :rovinclai ACP or 
cca o1inist: -e. Eventua~ly, the :"PCs rlcht be a.ie to assist 

local authorizies ir anticipating and responding to the additicna, --,-c,
and staff b'uren .,;hich increased rural development activity wiI" clace 
on them as :.heir role ir.,miementation and maintenance exrnls. 

The RPC might also work with selected provinces and with national

ministries to experiment with new approaches to regional problems. For 
example, it micht be possible to explore the utilization of lower cost 
construction standards for minor public works in order to increase the
 
availability of such infrastructure. Similarly, small, experimental,

integrated projects might be attempted in which, for example, new crop

patterns are combined with experiments in marketing and processing. 
 In

such experirments it Micht well be that the flexibility of funding in the 
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1'. local development fund might be combined with technical support from 
the respective ministries and and expanding planning/administrative
capacity of the provinces to break new ground in the development of
 
public programs or the delivery of public services.
 

(c) Regional Strategies:
 

The fact that regions have little status in terms of authority and
 
governance does not deny their existence. Certainly regions in Thailand
 
are relatively well-defined on the basis of physiographic, natural
 
resources, cultural, and socio-economic commonalities. RPCs can aggregate
and interpret Changwat plans and projects with the objective of reducing
disparities within the reoion; stated another way, RPCs can provide a 
regional perspective in assessing whether changwat plans and projects
 
are aimed at provincial conditions and target populations that will
 
reduce disparities. Our observations suggest that this desirable focus
 
is not yet being attained.
 

We believe that such a limited "regional analysis" should be an 
. Important part-of thereview function-of the- RPC. "---Simi Iarl y,--on-a . 
selective basis, we believe that central agency programs in the region's
province should be subjected to like scrutiny. To perform national 
responsibilities, many central line agencies must function in a regional
 
context (river basin development, roads and communication systems,

generic programs for specific regions such as small wells for certain
 
drier recions, etc.) Screening these regional activities could identify

important regional issues for broader analysis. The focus of such
 
analysis could be policy and decision-oriented, which is a fate seldom
 
enjoyed by "regional master plans"!
 

One of the key questions which confronted the tea-f was how to produce
e-.ective pro" -ial planning when such a small proportion of the tCotal 
out ic investrer,-: in a province was under the direct control of the 
* ,-rvincial .s :' of 1 n more e;piarr Part of ans.1- - n'' V= 
minis-ra-.ivye coo-ci-.tion or vnial ancat - i distr'c-: levels. ,hat

-'r tea.rr l-=s articu'a.-e above. 'sa-:'-a~eo yr-- -;,-rexandino 

"-~ectixec . :... - --hrouah . a =, ,e 
-n ,-s.. ,s.a vehicle for orca.i:inq and ccmmunicatina local neecs
 
to the national ministries the RPCs will have an important impact on how
 
t,
ne planners in the national ministries perceive the rural environment
 
anc their impact on it. To this can be added an expanding role of the
 
RPC as a source for quality information about the state of the rural
 
economy and society through its information and research functions. The
 
use of RPC staff to focus local and national attention on specific local
 
problems, the constraints in specific sectors, or particular felt needs
 
of the people can be important if tied to the use of the 1,1 local
 
development fund as seed money or to the use of the administrative capacities

of the orovincial planners and district officers to assist in overcoming

the imolementation Droolems of such orograms.
 



Initially, of course, the RPCs may require considerable support
from the CCPD to make their.needs known to the national ministries. It
is the perspective of thE 4-nam, t'at, espec,,I&iy in the initial stages,

'-:this can best be done through interventions that are program or project
specific and emphasize the coordination and facilitating role of the
 
RPCs rather than their comprehensive planning role.
 

This admonition is of course made with 
some reservation. In areas
of the country where financial resources and staff are 
to be mobilized

for large integrated regional development projects, project design and
 
implementation will clearly require the elaboration of a regional
development strategy with the identification of specific interventions 
which will be undertaken in the project. Such regional projects are
probably more appropriately prepared by the Regional Planning Division 
of NESBD at this stage rather than by the Regional Planning Centers.
Such complex projects require intense, high quality groundwork that are
 
probably possible only by the national planning offz.e. 
 Not only would

they divert their attention from the vital functions outlined above.

Such large, regionally integrated projects might well be used, however,

to develop and test new models of integrated interventions, project 

--- : and,-plannin g guidelines-and~manuals.and-re-giona-l-"i'nf o-rnmati 'onsystems..
Such projects o ffer much better laboratories for such evaluation and
testing because? of their greater capacity for monitoring and the controlled
 
conditions under which they operate.
 

E. Coordination: Relatin' Chan.owat Plannino Activizies to External 
Activities 

I. Findings
 

We see the need for the CCPD review and approval process to
 
result in recommendations to central agencies that certain high
priority projec,-s proposed by Chanciwats and not included in central 
aaenc, budgets, be considered by the agency for such inclusion.
 

2. Discussion
 

a,ovEr nr7nta r,:i .- :_ im crt .nt, more difficL:. 
more elusive to define, an to achieve than coordination of the maze
of governmental activities. oftenToo the effort to achieve inter
sectoral 
and/or vertical coordination and harmonization of activities
 
is perceived as 
a transfer of power, and hence threatening. It is in

this light that we observe that the Thai governmental efforts at achieving

better level Subcommittee of Plan Coordination, the rounds of regional

coordination meetings now in progress in response to requests from pro
vinces, the provincially-convened meetings involving line agency officers

at several levels, improved information distribution to Governors by
central 
line agencies, the host of established linkages and coordination
 
mechanisms, and the array of coordination efforts associated with the
 
AOP part of the provincial planning process reoresent an impressive
 
attempt to address this problem.
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In the specific context of the provincial planning process,

it is our understanding that when the national-level CCPD review of
 

occurs,
:' 	 the review by the members is expectably
perfunctor.. 
 There dpears to be some opportunity for abbreviated
 
,	erson-.to-person discussion about some aspects of changwat proposals

ith meri-ber agency leadership. Additionally the approved AOPs 
are


supposed to be distributed to national 
agencies for information and
review purposes. These procedures by themselves, in our opinion, fall
short. We see the need for the CCPP review/approval process to result

in recommendations tu central agencies that certain high-priority projects
proposed by changwats and not included in central agency budget plans,
be considered by the agency for such inclusion. 
This would "stretch"
the special 1% National Funding, and sharply increase the value of the
 
provincial planning activity.
 

The very recent changes in national budgeting procedures
present a splendid opportunity to make central budgets more responsive

to changwat projects and plans. 
 In our view, the central management

rEview (Budget Office, Civil Service Commission, and NESDB) of department and ministry programmatic budgetary requests provides a unique
poi nt.-in -the-7 coordi nati on,syE tem to-i nfl uence-
resource -allocation. Stated
frankly, we think it desirable that Budget and NESOB influence change
where appropriate and consistent with "bottom -up" expressed needs by
recommending and facilitating accelerations, additions, and deletions of
projects in the central 
agency budget request. Such an activity would
be abetted by the existing program/project monitoring and review rolq

shared by Budget, NESDB, and the involved agency.
 

Several Thai officials expressed optimism about the potential
the above to occur. They agreed with us 	
for
 

that this could be a crucial
 
step in making the "top-down" process more responsive to 
"bottoms-up"
concerns. This would result in a much stronger link of national 
to

orovincial planning, and help relate activities carried out within a
province by central agencies to locally-performed activities. 
 For example,


ivrr
we were informed by "ir, of Acriculture officials that an estima-te0
30% c tnel r activizies originated with local staff of the Ministry with
-he o-rer 70% having a national oricin. Changes along the above lines
-- J increiase the "local felt nee-s -- T .ec-:e" :ercen-ace eain-';'A 
 ,

and in a way consistent with national objectives.
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CONCLUSION
 

The undertaking of decentralization initiatives as a matter of
 
national policy is at best, enormously difficult, complex, and
 
demanding of priority attention and resource commitment. We believe
 
it to be axiomatic -- perhaps the single most important judgment on our 
part -- that the costs of decentralization and genuine "bottom-up"
planning and project development are only justified if the process
influences a much greater level of investment than the present 1% 
special National Funding. 
 Unless the changwat planning effort is utilized
 
to gain influence over a substantial amount of development within the
 
changwats, regardless of source of funding, the process cannot survive
 
a benefit-cost test. 
 In brief, we see no way to undertake such an

effort cosmetically, and accordingly appreciate the increasing Thai commit
ment.
 



CHAPTER III
 

, iveydmi...As pects of Decentralized Ilannin 

1. Fi ndi nas 

(a) In the 
near future the provincial and district administrations
 
can anticipate an increasing role in coordinating local and national
 
development activities. Itwill be necessary to assure that the Governor

and the District Officer are provided with an adequately organized body
of information on public investment in their jurisdictions. It is also
 
essential that they experiment with new management devices to increase

their influence over technical staff of the line ministries to assure

better coordination and eventual integration of their activities. 

(b) Although the team did not have adequate opportunity to explore

the problem of the role of representative institutions such as the Changwat

Assembly and the TambonCouncil in the provincial development process,

this is a matter whichdeserved immediate and detailed investigation.
 

-(c)For,-the-,imediate future,,the contribution of the -district;
administration to the planning process should be focused on project'

initiation and management, the articulation of local needs and the evaluation
 
of project impact on 
those needs, the processing and transmittal of
 
performance data to the changwat, and the encouragement of coordination
 
among government ministry field staff in the district.
 

(d) A careful review of the recruitment and training orocedures 
within the Ministry of Interior is probably desirable due to the changing
role of local administrative staff occasioned by the initiation of both
 
local planning and bottom-up development efforts. Furthermore, as the
 
administrative load of increased numbers of small 
local projects increases,

't will become necessar. to exoeri-ent with new manacement techniques
and with simple data manacement ai i reoortina procedures, in order 7o 
-.onomi--. c scare staff -ie, 

2. -1cussior
 

(a) Administrative AsD_::s of Provincial Plan -.: V-


A recently "discovered" area of critical ir St-*-icnai performance
in public administration is implementation. Once :ne finely drawn Dudget
and the well tuned plan have been completed, things often go uphill.
While there are a number of problems administering any public bureaucracy,
including the current changwats, the decision to employ dencentralized 
planning raises several 
new problems and intensifies some recurrent ones.

Thus, although the team is hichly supportive of current efforts at
 
decentralized planning, they wish to alert the RTG of some potential

future Problem areas.
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The first of the new challenges facing the governor Of the changwat(as responsible officer.) grows from using an 
area as the basis for?

developing and (or assures) evaluating the success of a number of projects.

This turns the governor-from a generalist administrating a number of
sector specific activities with some spill-overs to cope with, to 
a
 
generalist trying to administer an integrated geographic program. 
The
latter requires him simultaneously to stimulate and regulate inter
sector integrated activities, most of which mush grow from locality
specific projects and are administered by sector oriented specialists.
 

The second complication the governor must deal with 
!sthe entry of
several "new" actors to his field of activity, not all of whom he has
 
a grea't deal of control over. The local residents, in their roles as
generators of plans, approvers of"projects, contributors of labor and
"unds, and maintainers of completed projects become 
 increasingly

important partners in provincial administration. The activlities of
 
government "field" offices clearly can affect his administration, and are

particularly relevant when his criteria for action and evaluation are.....
 ..............1crat thana
ai-aYas I.t the ga
overnor 'ha-s -increased
 
administrative responsibility for formerly sector-generated and based
 
projection, he must negotiate and bargain with the Bangkok actors who
 
allocate staff, determine training and support recurrent costs.
 

The third complication for provincial administration is more

straightforward, but Probably no easier to deal with. 
This is the increase
in the number of projects which will be under the governor's administration,

and the probable increase in the number of small projects for which

he wi'l be resDonsible. Assuming that the growth of rural 
fundings, the

Priority on4!4villagegenerated Projects, and the gradual 
transfer of
 
Seczor,spec fic projects to the chanowat office, will all continue,


v.lun:9 of
t: 1 r.cnistrative acti't;' will nc dout -row encr,-.,,slv.

: one Jar ce-n~: 'z-_-rorn o-her covernmerts. t covernor . staff
 .. t inc,-.. ,:ior ,ra! y 

c, 


- 'es- three oeneral zhanoes con sequent to cezen-ralized 2inr.ing:..Lr-irI,- =,_'~ z : - -. z e
s s 
 aY-fi ,, cordinaticn. = i 

1. udoetinn clarit.: s discussed above, curre.t tudce: pro
cedures are unsetzl-c. ~it:,ouz a clear delineation of total activity
in his province, the funding sources 
for that activity, the extent of
 
tied versus movable allocations 
(of which there shall be some), and the
recurrent versus capital expenditures, the governor is unable to 
assess

the total Picture, address effectively trouble areas, respond to

opportunities and failures, and assess the impact of this year's activity

on 
future years. Even if recurrent costs remain a responsibility of
 
central ministries, the governor should at least know how much he will
 neec rom them in 'uture bud.et years t 
meet. the orocram costs consequent
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 ........ -

prora.... m'expendituresand locally fuddporm) h oenr(a.....
 
:the case na ne.n we visted dosntee ...
s provinc nw; what . 

"he•is. resp on sibl-e for i i..
 

2. 'Personnel control : The changes planning brings t changwat'
 

/".:-.. pno. otL, :
adinstatoninensifies,problems of personnel contro 
 /;::
 
;: isiaffected as the relevant actors increase at the local levels;.scope .:
 

ofatninbcmsmore demanding..as more projects and personnelms
 
be supervised at each level; and a withority over specialists becmes more 
important, as area approaches require multihdisciplinary concep sicns 

pand imDlementati on. ne of the governors we interviewed implied,"and one 
of their greatest-explicitly stated thatproblemsmaintaining.and frustrationscontrol Regardless of leoal authority
over sector personnellwas 'one ::.
 

which they mioht.or miaht not have, sector personnel, it was said,
 
develop networ'ks of allies and .friends in Bangkok who frustrate the
 

2...ers onneol onrole Thean.e plfo:anin brgs

3. Inter-oroinciale activities:rhile these may apaear rather
hypothetical atsth rlvn they are likely to be imortant soon,preaardino
 

both avodanceof costs and taking advantae of "o portuniies Must
 

more substantial actions by proIvinces can hav/e an imbact on, or benefit"
brom, shared action with evel Watershedand river basin manaaement,
development of regional markets, road and bridpe deviaoPmet, development
 
ofliht industry areexamles.t here need convenient medans of
nterbe

communicating, discussing, organizino and financing these sets of relations.
 
Itshould be clearly established that provinces are free to undertake
 
devel p ftahy are erowered to underfake singly.
newroj 


no r,ement caoaC,t.he ir 

0 3 the common theme r,
 

go e raido rd effec.ive marsha
 
resou:nteror chanciat planningisesse il-th 


hypoth-etica atincrsp=, ar to mobi- rorent-o:
caD th el.kl eir crane - r din
 
.,... =r -,ati-n:
...... -a~ perform orpanza- orra z e rSc7r,IgalvsiS:z- r. - e ot ard slvs-ems :;and _mrlo,,, podrr:
 

botavoida n c..e s a tk.rn ra.itrec -he chanc ,tie . an
 
a .. ..... S di er,as d si: ssed ab ,,,=
 

-
-.o],e of thne narrat, -\..emblt/: It has alIre ao. neen noted *hat"rovincial rocess har aeen
m rcinc nas so i a,'v co-,nated by . ..: 

adri nistra tors. 7he Chlangwat Assembly appears to have played no substantial iiirole in the Process in any of the provinces e visited. At present this
 
does nolt present any particular problems because te ceinitiation of
 
projectsdisurict andlevelthe allocationcaii:vof resourcest mcjrw"has beenpr accomplished ati ohe "
:r!:es •c..a•
i and below and the key poarticipatory inut has been throu h
 
heambon councils.t , as we antcioate, the Chanowat beoins to play
po 


an increasinernet ait: n rojects, in -cru-anizing projects

and suJeczino :hnem to ,
provincial guidelines, anc in integrai g the 
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activities of tne national ministries in the province, then attention
 
will have to be given to the appropriate role of the Chanwat Assembly

in this process. Due to the pressures of time'and the fact "hat this
 
issue is somewhat outside the scope of reference of this team, the team

is reluctant from its limited knowledge of the local representative

institutions in Thailand 
to make any general recommendations in this area
but we do feel that the RTG may wish to explore this issue further at
 
any early date.
 

At a minimum, however, it would appear appropriate for the Changwat

Assembly to establish standing committees in the major sectoral areas of

development which would parallel the sectoral working groups within the
 
administration that screened the local development projects submitted as
Dart of the provincial five year plan. Furthermore, it seems advisable
 
that the legislative committees and the administrative committees should

work together in the preparation of the AOP and that they continue jointly,

to monitor and evaluate sectoral programs withi ethe..province ...................
 

It also seems advisable that, should the RTG decide to implement

recommendations made by this team regarding opportunities for increasing
 
local financing of development projects, that the Chanawat Assembly should
 
p1lay an 
important role in reviewing and enhancing locai revenue capabilities.
 

(b) District Level Planning and Administration
 

The portion of the plan generation process which occurs at the sub-
Chanowat level aopears, on 
the basis of our interview, to work reasonably

well, and it apoears to function reasonably closely to the intended model
 
of botto'-uo planning.
 

understocc from the briefinc documents ar, 
interviews, the 
-. local - district cf-iciasrole a. e Ceve'the i, the pianninc oroces

s:.--r. snd Thc.or-is to ate ra-i: . i:-_ u, :'-:tess, The. are to:
2e, tfrct7 :
iC- esider.-. " ".. .-s" Thr:c. the Karr. an
"
7_:on Counct-!. This :r.ev are -c,c r%., uoward t -_,he orovinc,:-" staff
ceveloo ir-nta D'ar: onze :,ue: cu:- are made, ',ennave s. i

some Pl aces returned to T:eambons to ae: a final sense of which 
orojects were Cesired most. 

in no situat4 on did we receive any information to suggest that tnedistrict officials lacked input from the people on 
"basic needs" or
 
project suggestions. How accurate this reading is, and, indeed, how

closely the local representative officials reflect the desires of their
 
constituencies, especially the poorest in their constituencies, could
 
not be judged during the brief field visits.
 

District oficials described the consequent process somewhat 
differently, however, from one diszrict to the next. In one province

district C--fi,-ials reported they recuired the poDulace to sugaest seci
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project Droposals which the district officials and technical 
staff
revised and 7o-0warae!- to the chanowat. In another, district officers

reported the local 
residents participated only in "basic needs" assessments
which were compiled and processed into projects by the district staff.

These were returned to the Tambon Councils for an 
apparently pro forma
approval, and forwarded upward. In yet another situation, the needsassessments were forwarded all 
the way to the provincial planning committee,
analyzed and returned "with instructions" to the Tambon Councils'" The
councils then presented prospective projects which the district personnel
revised and oassed back to the PPC. 
 Exactly how detailed the "instructions"
 
were could not be 'scertained. In all circumstances, however, the
district was the critical level in reviewing and rewriting the project
proposals, with the PPC "touchino uo" 
a few Droposals, sending back 
a
few small enough to fall within local 
revenues, prioritizing all the
projects, 
and adding one or two projects before forwardina the whole
 
document to tho CCPD.
 

The point of this discussion is that variations notwithstanding,
all the brovincial plannina begins in one way or another with the 
near
grass roots, that all 
the district level officials are critical in project
identification, design and review processes, and that the PPC has taken
 a relatively small role. 
 While the district officials seemed to follow

diffrent tactics vis-e-;isi t-he role of local 
representatives, there was
 no evidence -o sugoes' -Ae: one betterapproach reflected the people'desires that another. Some flexibility, in fact, might be appropriate,

varying tactics according to the competence and energy the tambon
 
personnel.
 

As can 
be concluded 'r:7 the above discussion, at present the primary
role of -ne distric- in provincial planning is in project initiation an.review. Thin e teamr s :net this is an approriaze focus for cistriczadini-- ._r, a.,-e-r s w"-hto. sUOe-rt t certi"n chanoest ir,heir rae ay %e -esirable. Sirs:, i- seers -ezra,,e tra- project 
I: -C virc;, scu,-'.. ei C U=I. be exDanded as ",;:al rescurces 
-no-eeyroand =:-s:'c- ::o','c aFn. 7rn 7\'i:-r-'""-:rience-ain ex-erience.~ u *: rjc!t is,nr-: -&r71_c':s. .
r .. . en.-,a a iminuzion o 7 he"," r~e 

initiation function but rather that, in addition, the provinces shouldtake a mnre active role in attackinc inter-district or ovince-wide
,hrnblems. Second. the team perceived that in the current ro\vincialolanninc cycle orovincial review of local projects was somewhat perfunctory
and that provincial level monitorina of the actual criteria applied

in the final budoet allocation process by the districts may be minimal.
The team is aareed that bottom-up planning does require substantial
allowance for discretion and flexibility at the lower levels. 
 Nevertheless,it is clear that the role of the district in project initiation will 
remain substantial.
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The growinQ demands or the initiati6n of small rural development
 
-,,.octs and the concomitant responsibilities for implementation and
 
cooraination associated with local level planning will probably bring

about changes in the roles of the District Officer and of the district
 
administrative staff. The District Officer must become more an "area"
 
thinker and administrator, and rely less on 
sector specific supervision;

he will have to deal with many more people than before planning, many

of whom he will have partial or little authority over; and, he will
 
probably have to supervise an increasing number of smaller projects with
 
a constant staff level. In some respects then the district officer's
 
specific problems also parallel those of the governor. However, the

smaller area, staff and budget he has t6 supervise render some of his
 
tasks somewhat more tractible;.on the other hand, he is very vulnerable
 
to the environment set by the changwat office and the governor, and
 
must work far more closely with the peonle to be successful than does

his governor. Thus he faces additional problems which the governor does
 
not. Finally as the most imoortant (the team believes)- "action"...oifficer,,..... ..

~in t-ilhawat, it is necessary to finely balance his authority to
 
take decisive and rapid action with an 
effective means of accountibility

to the governor. Several 
issues are therefore suggested for discussion:
 

in the view of the team the most important contributions of the
 
district administration to localized planning are in the areas 
of
 

a. 	Droject initiation and management;
 

b. 	the articulation of local needs and the evaluation of the
 
local impact of national programs;
 

c. 
the channeling of project Derformance information to the
 
cnanowat level;
 

..... ,.,.nc coordination amrna 
toe 	field star" of the natina.-iistr-:es.
 

-	 team had re]-tivey: cJo"itr,- ty to p'-.ue .0se-	 t- . c.0_st .
 
at the district level and it -is ^u!^ that the whole uest*Cr, c
administrative asoects of decentralized Plannina requires more careful
 
analysis. Each of these areas 
is one where important incremental
 
improvement-s can be made fairly easily, however.
 

a. 	Project and-Personnel Manaaement: Without exception, district
 
officers interviewed said they relied on personal contact and good

personal relations as their primary tool of personnel manacement. They

were, as well, satisfied with the results. 
 The 	small number of district
level (and below) technical specialists we discussed these issues with
reoorted a similar erceotion of their ties with the district officer,
and indicated satisfaction with current Dractice. This informal system,

it apDears, is adequate to current district level operations; however 4-
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: " . C r .... I .. t....anti are raa ice.i..p ., systemt",:e;

ment orocedures and a stronger institutional role for 'he district
 
officer may be necessary.
 

In particular, it appears to the team that improvements in project

selection and design activity which might in turn be reflected in
 
improved project management are an important first step in improving

district level performance. The most important contribution of the
 
district administration to the provincial development process will be
 
to assure that ,the projects proposed are complete, in the sense that they

include both the"hardware" and "software" of the project. itwillnalso
 
be theresponsibility of the district administration to assure that the
 
integrity of the project is maintained throughout the implementation

phase. This entails defending the project against arbitrary budget and
staff cuts. Finally, itwill be the responsibility of the district
 
administration to assure that the project 'yieldsthe anticipated benefits
 
ndtdraw. the appronpriate concllus-ilo-ns ',fOr.uture-pror,amming-where .there are problems in this regard. 
 The role e,nvis.i,on,ed for the'district 

administration, therefore, is one ofianteration and evaluation of the 
work of the technical staff. Initially,ihe specific project will be 
the most important vehicle for accomplishing this task. Aswe shall
 
suggest below when we discuss training, we feel that training of all
 
relevant district level staff, both technical and administrative, in
 
techniques of integrated project design and management can yield a quick

increment in performance in this area.
 

In addition, the District Officer may require some additional
 
improvements in his existing skills. Although the educational level
 
of the current officers is certainly adequate for ths'r job, their
 
specific disciplinary training may not have adequately prepared them
 
for their current develiomental role in an increasingly participatory
 
or bo-om-up environment.
 

Like the aovernor, the District Officer needs to develop and 
use
 
a clea" r ccm-rehensive budget a management tcol. Peaelistically
om as 
SD- .7. n- -us" Drobablv -ehic ow,,in bucce: o-F-cer. He must work 
well .ih the chang,.:at level manaoement and program development processes, 
so he needs to have some familiarity with contemporary management,
analysis, planning and project development tools. While "personal" 
manacement routines may suffice at his level currently, it has been
 
suggested that future demands may reqi£'re his 
use of these more sophisticated

routines at the district level. However, he must also be familiar with
 
and capable of instructino relatively uneducated and untrained Tambon
 
Councellors in low-technoiogy approaches to project design, organization

and monitoring. For, as several district officers indicated, ad hoc
 
Tambon Committee are imoortant tools for them in suoervisina the imple
mentation of small-scale projects, his need for their performance is
 
only likely to grow. They need to be zrained (probably by him or his
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as i s t Zn t ootein s~i of project de veIcpmert, net"o'
project monitoring, locl labor organization, reporting and boc!-eepinq.
Such training sounds more formidablie that it need be, as this is real iy

the process of formalizing and systematizing methods of personal mange
ment that more successful vf1llagers have already unconsciously developed.
 

b. Increased enthusiasm and reliability of the populace: As
 
indicated above, the district officer and his staff are critically dependent
 
on the willing and dependable cooperation of their populace. The latter's
 
participation is necessary for project development and implementation and,
 
more generally, if the pace of rural development is to substantially

increase. Several officers indicated some frustration on these points:

villagers were inclined to present ar, unreasonable "want" list; promised

labor was not always forthcoming; quality of labor performed was often
 
inadequate to the project; villagers preferred to await a government-paid

project rather than do it themselves, even when the project was well within
 
their resources and capacities. A goal for the district officer, then, is
 

to~tildlocaisrn~d rl '11'itt'TP issuggested here that
enh

"community development" sorts of programs aimed at exhortation and local
 
institutional capacity building are limited in impact. While they may be
 
necessary, they are not sufficient. Tangible opportunities, incentives
 
and rewards for popular action need to be added to CD-type programs.

The "Saemual Undong" program of South Korea already being utilized in
 
Thailand is instructive in this respect, and should be expanded.
 

It is particularly important that everything be done to facilitate
 
self-help on 
the part of the villages and tambons and adequate assistance
 
be given to the local communities to support such self-help activities.
 
As will be indicated in the section on local finance, one of the more
 
important constraints on local action at this time appears to be the
 
local tax system, which makes it difficult for villages and tambons to 
raise resources locally to pursue local felt needs. But even if the 
necessary tax reforms were enacted, it would clearly be necessary . 
CD workers and the district administration to work with the locai councils 
actively to brine abou- an understandina of the new possibilities anc to 
provide administraZive an: -e.rica 1 su cCrt to their effortE 

it is also desirable that village capacity to assist the local

planning process and even, through local management comittees, to absorb
 
some of the management burden of small scale local projects be considerably

expanded. We understand that Thailand has already had some experience
 
with participatory management and the use of village committees in the
 
Model Village Program and that an increasing village management/planning

role may be expected in the near future under the N.V.D.P. Although the
 
team had little time to study these bottom-up initiatives we feel that
 
for reasons of administrative efficiency and of lowering the costs of
 
rural 
development these approaches should be encouraged. Itwill, however,
 



require a mucn more aetalied analysis of existing practice than we were
able -to undertake in two and 
a half weeks, to articulate the relationship
Of these bottom-up activities to the provincial planning process and toprovide some guidelines as to the most effective means to utilize local
community initiative in'the provincial deelopment process. 
 We would
 encourage the Royal Thai Government, through NESBD and MOI, 
to make a
specific effort to examine this issue and to make recommendations as
part of the preparation for implementing the provincial planning and
district planning initiatives currently under consideration.
 

c. Monitoring and Evaluation: 
 One of the major reasons behind
the current demand for more localized planning is 
to improve the sensitivity
of government programs to the needs of the citizens and to 
achieve quicker
and more accurate feedback about local conditions and the impact of public
programs on those conditions. 
 In this context the district administration

is a vital link 
in the process of information flow. It appears to the team
 .that.the.District.Officers 
 because'-',of
--- f-the-close 
 -manage.
ment at the local level, are generally fairly well informed about the full
 range of government activities in their district, although it is true that
this information is seldom systematized or aggregate. Furthermore, it
appears that little of this information makes its way up to the Governor's
office unless major problems appear. 
Simple reporting procedures which
would communicate to the Governor's office some of the programatic information available at the district level would greatly improve provincial

level planning.
 

d. Coordination of Government Proarams: The proximity of district
level 
field staff of national ministries to the problems of the people,
their focus on 
specific projects for the benefit of the community, and
the close working relationships which exist among this staff at this level,
all lead to the conc*usion that the district can of
be an effective level
coordination amonc the development activities o' the various national
ministrie-
 Most field staff nEv- some discret"cr, concerninq the ti 
 za.ion of s:f time and some iniitive i the initiation o- Drojects. it 
seems ap.r2riate tha- the Dis.rict Officer be encouraged :o exploit this
liited izsc.:. flei.i-:y to enzourage maximum coordination ano comlimen
tarity among nazic,.a5 programs inhis district,
 

The major .,ing role of the district administration, therefore,
~ill; be to iden-i. key problems or opportunities within the district andto assure that the technical ministries are fully aware of them in theirprograming. Furthermore, the District Officer can play an 
important role
in the implementation of national programs by working to bring about
needed cooperation and coordination. Finally, the District Officer should
have a major resD. nsibility, workinq with the Tambon Councils, inassessingand directino the 'istribution of public investment within his district incrcd't to assure :he overall development goals. 

http:nazic,.a5
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In order to asLt the 1Srit,. Of-:=-I t i,s planning task, it 
is essen:ial that he -;ceive adequate proararratic and budget informatior, 
from the province. He will also need assistance from the Regional
Planning Centers in ceveloping simple assessment precedures for evaluating

the distribution and impact of public investments in the district. 
It is
 
the opinion of the team that no additional staff will be required in the

immediate future to assist the District Officer in these planning tasks
 
provided that he receives this type of support from above and provided

that he fully utilizes the capacities of the technical staff assigned to
 
the district tc assist him in this effort. 
The combined administrative
 
talent and potential planning capacity of this district technical staff
 
appears to be considerable if it is adequately coordinated and utilized.
 



CHAPTER IV 

FINANCIAL ASPECTS OF DECENTRALIZED PLANNING 

1. Findings 

Throughout the Team's discussion with provincial officials,

financial and budgetary problems consistently appeared among the list
 
of key problems confronted by provincial staff in their limited recent
 
experience with decentralized, "bottom up" planning. The most common
 
problems which provincial staff articulated to us were the following:
 

(a) Uncertainty regarding the magnitude of the budget which would
 
be available to them for provincial projects;
 

(b) The very limited resource base of the local authorities for
 
.responding tol ocal _needsand requests;. 

(c) Lack of adequate information about line ministry projects to
 
be undertaken within the province, which meant that it was very difficult
 
for provincial planners to get a clear fix on total public investment
 
within the province or to have any advance information about the expected
 
pattern or level of national investment in the province against which to
 
plan provincial efforts;
 

(d) Problems of adequate cost estimation for specific projects.

This was not a universal problem in all provinces the team visited and
 
depended on the availability of technical assistance at the tambon level
 
in the early stages of project design. This availability varied widely
 
so far as we were able to tell. 

In addition to these problems, which were widely discussed and
 
oer:era1 v understood by provincial sti-,, the team also was made a'.,are
 
o, an additional set of potential problems which some provincial staff
 
nao already becun to anticipate may De encountered as the decen-raiizez
 
olanning effort .ve-s i n-: lu'I c_ e-ation. The team he.ls that is
 
important to review nose now so -hat advance olannino can be done: 
deal with them. They are as follows:
 

-a)
Pro'lem of funding maintenance and operational cos , of pro.jec-s

after initial construction is completed;
 

(b) Adequacy of the various formulae for allocating resources
 
among provinces, districts, and between municipal and rural areas;
 

(c) Existina constraints on local initiative and self help which
 
may inhibit local authorities from responding adequately to local needs;
 

(d) It may well be that standards of construction and services are 
being set too high which may well account for the widespread complaints 
we heard about projects which were "incomplete" in one resoect or 
another or the lencthy waiting time many villages experience in securing 
any services at all in certain sectors. The -zea, felt that this might " 
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: ,,e=xph,,ton for te cMmon ExLti-or,, wwEEt there were
simply inadequate funds for the number of demands generated by the 
villages. 

(e) The relative difficulty, given the current Thai 
revenue
 
structure, of securing adequate public revenue for financing the extensive
 
necessary public investment in rural areas. 
This problem is viewed
particularly whenever substantial 
gains in local productivity, and hence

local income, are generated by public investment but government is unable
 to recapture a portion of that new income stream for financing the next
round of investment. 
This problem appears to be especially serious in
 
rural areas.
 

The team was encouraged, however, by a number of factors which promiseto open up avenues for solutions to both sets of problems listed above.
The most important of these are: 

(a) Current discussions within the RTG regarding the reform of the
 
land/property tax system will have important bearing on
an the success of
 
the 'bottom up" planning. 
This is because in nearly every country, the
Droperty tax, in its various manifestations, is the single most important

tax for rural local authorities;
 

(b) Vie understand that RTG is currently encouraging the expansion

of credit facilities in the -ural areas throuoh a variety of channels.
In most cases these same institutions could be utilized to provide credit
 
not only to individual farmers for productive purposes but also to 
local
 
authorities for productive investments;
 

(c) W.lith 
the limited contact that team has had with villagers and
with the limited ODDortunity the team has had to discuss villace attitudes

with knowiedgeable officials, 
we have been impressed with the villagers
unders .. ,oinc of the commercial value of nublic investmer-:s, programs o7
land consolidation, and other develooment efforts. 
 The team, with

iim-ed exDerience in Thailard, would tnshyvo-:hesize ,- underst-andin 

t.e c exuadx'Dai.d, :-, z sectcr res"cr!- the effor- is 
oroperly s ruc.ured; 

(d) The new olannina procedures. 
once they are fully understood at'he local level and initial problems have seen resolved, promise to remove much of the current uncertainty regarding budget levels and patternsof public investment in the region. This will have the effect of generating

more local initiative and participation, reducing the amount of staff time
which is taken up with processing excessive demands from the Tambon Councils

and, conversely, free more 
staff time for implementation and planning

activities, and permit more efficient utilization of local 
resources;
 



Lroduction/income or1ir ted projects to be funded from the l'/.' ChanowatPlannina Fund. This has the dual advantage oviproviding the villager 
with a sense of direct "ownership" and benefit regarding the project onthe one hand, and on the other generating an increased income stream
from which additional projects and new services can be financed.
 

2. Discussion
 

The overall incidence of taxation inThailand has remained at about 
12 - 14 per cent of Gross Domestic Product during the'last two decades.Taxing authority is highly concentrated in the Central Government.
Provincial and local jurisdictions have very small revenue bases andtheir total tax revenues amount to only 5 per cent of central governmentrevenues. Most local revenues are 
from a 10 per cent surcharge on the

business tax and the vehicle registration tax, both of which are collected
bY...
the. central ,_government- and remitted.to-the -. ocali-ties..The--negigibIe
role played by finances of local-self governments may be illustrated by

examining the case of Sakon Nakhon Municipality, whose total revenues
during the last fiscal year amounted to a little over 8 million Bahts.
 
Taxes and duties provided about 40 per cent of the total revenue and their
 
composition was as follows: 

Taxes Administered by the Muncipality
 

House and Land Tax 
 0.45 million
 
Land Development Tax 0.02
 
Sian Board Tax 0.08
 
Slaughter Tax 0.10
 

Total: 0.65
 

Surcharoe and Sh~red Taxes
 
(Cen:r ;',,. a.ni nistered)
 

Business Tax 
 D.90 million
 
Liquor Tax 0.15
 
Vehicle Tax 
 1.90
 
"n-ertainmenz-Tax 0.04
 
Rice (Export) Tax 0.03
 

Total: 3.0 

Total Tax Revenues: 3.67
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rT re= : ,,---, finess and permits ':coun.ted for about 7percent o-,': the totlreveue of the Sakon Nakhon Municipality. Rents andprices provided an additional 9 per cent of the municipal 
revenues. The

-in-aid from the central goVernment constituted about one-third of
the revenues 
(8 per cent general subsidy and 25 per cent for grants-in

aid for education).
 

The relative position of other local-self governments is generally
much weaker than the municipalities. iDuring the recent years, the
relative role of the locally administered taxes and other revenues has been
gradually declining in the overall 
financing of provincial and local
 
governments.
 

Maintenance and operation of many types of development projects

entrusted to local bodies. 

are
 
Increased mobilization of fiscal 
resources
at local 
level thus becomes a critical element in the developmental
 

. .process:.... This is 
more-so in the.-caseof-decentralized 
planningand decision-
making strategy.
 

Because of the extreme scarcity of resources, attention to the cost
of providing infrastructure and other facilities becomes of crucial

importance in the developmental process. 
 Shortage of available funds is
the major constraint on capital improvements which, once built, need
 proper maintenance. Because captial costs 
influence and often largely
determine maintenance and operating costs, any initial capital 
investment
in infrastructure and other rural facilities has far reaching implications

for future allocation of resources in the public as well 
as the private
sectors. 
 in the planning and programming of rural facilities, therefore,

it is essential to give careful and simultaneous considerations to capital
outlays as well as to the long-terin impact of these projects on future
budoets in :erms of maintenance and operating costs.
 

The ir:,'dependence oetweer,.CaPital and maintenance Lnd ooerating
ccs:s implies that the methods o 
,nancinc"ic., them-- capital outlays 
as
 as lonc-
 un maintenance anc operating exoendi-ures -- must be viewed --erre.- .andin--?- ; ,r-s 
of the zlanninc and decisicn-makinc
 
processes "cn:rral development programs.
 

Gene-. ' speaking, however, the team is of the opinion that it is
inadvisa-< zc utilize orants-in-aid for maintenance purposes. 
 This is
certainly :ne case with productive/income generating projects. 
 If the
project does 
not produce sufficient income to pay for maintenance it is
of questionable cost/benefit ration. 
 In addition, if the mechanism does
not exist for securing the maintenance costs directly from the 
users
locally the connection between tax and benefit in the villagers' minds
becomes cuite tenuous. Finally, if 
resources and responsibility for
maintenance are 
moved to a higher level of authority attention tends to
get diverteo by higher priority given to new investment, All in all it
 



would appEc.v ;-'visablE tO t pt crez:te the climnate wh~ereby m~~

is accepted aS a local responsibility and is funded locally from locally 
generated revenue,
 

Solutions to rural development programs require that government
J) cope with complex change, which in turn implies increased government

activityl It must be recognized that the broadening scope of the public
sector is achieved through development of appropriate fiscal instruments 
and financial institutions as well as horizontal and vertical coordination 
among central, provincial and local agencies. Intergovernmental relations
 
in general, and intergovernmental fiscal relations in particular, thus
 
become the most critical elements in the developmental process.
 

The Ministry of Interior recognizes the need for local government

tax reform and currently proposals towards overhauling the property and
 
land development taxes are under consideration and review. In addition
 

................................ xref orm,++-the -success-+of-Abottom-up" +prownclai a
 
planning and decision-making process may largely depend upon careful
 
examination of the entire local government finance, as well as the more 
effective utilization of existing resources.
 

The committment to strengthen provincial planning as we first step

towards "bottom-up" planning culminated in the establishment of a Changwat

Planning Fund, and the government has specifically earmarked one per cent
 
of the fiscal 1979 national budget for provincial plan implementation
 
purpose. This represents an amount of approximately 950 million Baht for
 
allocation to the 71 provinces. Most of the funds are earmarked for 
capital facilities and project.
 

The allocations fromthis Changwat Planning Fund to the provinces are
 
base' r,a formula consistino of the following six variables:
 

tn Weioht (oer cent) 

.. u .- icr,40
Z rr " a -e : , -' 

3. Unirrigazed Area 25 
4. Per Capita Income 10
 
5. Special Problem Area 10
 
6. Security Considerations 10
 

For the current fiscal year, each province has been allocated a lump
 
sum amount based on the above variables with the province that of the
 
amount allotted, 20 per cent is for the municipal and the sanitary distric:
 
projects and the remaining 80 per cent for the projects within CAO juris
diction. The CAO share is to be allotted to the districts in any manner 
deemed suitable by the Provincial Plannina Committee in a given province.
Different methods have been utilized for funding district =rejects. In 
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cr,Ccse pEr cen share,,a distributed to theSE IhE CA0 different
districts on per capita basis and t'he balance on the basis of district 
projects to be approved by the Provincial Planning Committee. In another 
case each of the six districts were allotted an amount equal to one-seventh

of the total CAO share, and the remaining one-seventh is to be utilized for
special projects. Inyet another case, the district officers have been

asked to submit the selected projects that may be appropriate for special

project funding (this province is not far enough into the intra-province

allotments yet to determine the final allocation procedure). Another
 
province will finalize the project allocations at the PPC level.
 

The estimated capital cost with respect to projects submitted by

each province to the CCPD were several 
times that of the allottment.
 
Consequently, the required outlays involved in the projects approved by

the CCPD far exceed the total amount available of the allocation during

this fiscal year. 
The projects selected for funding at the provincial

level mus-t.-befrom itheqof-approved-projects, however;-.is ... 

The net effect of the procedures followed during the current fiscal
 
year is very similar to a block grant type fiscal transfer for financing

local capital projects. This sys" em has an extremely desirable attribute
 
in that the assignment of priorities and scheduling of projects is
 
entrusted to the provincial and local levels. In principle, such a
 
system has the potential of providing incentives towards active interest
 
and grass 
roots participation in decentralized planning and decision-making

in general, and project initiation/selection in particular. Nevertheless,

the present system of earmarking national government budget for special

local projects, the basis of allocations to provinces, and the intra
province allotment raise a number of important issues.
 

(a) Limited Resource Base of Local Authorities 

The s-ze of the earmarked fu,'ds, i.e. 1 per cent of the national 
budget reDreserts less tnan 3 per cent of the develooment budget during
the currant fiscal year. The in.:ct of the Changwat Pianning Fund n'.
 
-: :e.1 z-ficient t-D.:ort a vi. le s,,stem of decentr.11:_e olanrin 
anc aecision-making. This level of fundirg represents only a small
proportion of the total public investment in the rural areas and, in 
consequence, provides the Changwat planners with very limited "leverage" 
on the overall investment pattern in their region. Other mechanisms may
well be found to expand the influence of the Changwat planners - e.g.
vertical linkage to CCPD, greater roll 
in project initiation, administra
tive integration at the province level  but this level of funding will
 
not, in itself, assure integrated provincial planning,
 

Both the team and the provincial officials we met were agreed that
 
the limited resource base of the local authorities was the single greatest

constraint on "bottom up" planning at the local level. In fact, this

constraint was seen generally as more serious than the shortage of 
adequate staff, lack of adequate planning capacity, or problems of 
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coordinatLion. Thus, -thcugh all a-reed that~itwas n~~'41even were m 1
do a much better job of progranming local investment 
was also perceived that there was at present some excess management and 

* technical capacity at the local (tambon and district) level and that the 
village capacity for self-help had hardly been tapped. The key constraint
 
was the lack of funds.
 

Nevertheless, the commencement of the 1% Changwat Planning Fund this
 
year represents an important step forward in dealing with the 
resource
 
constraint at the local level. Our observation is that in most provinces

this fund, even at its current level, will probably at least double the
 
existing investment budget of the local authorities. It is also clear
 
that, even allowing for some inflation in local demands encouraged by
 
current planning procedures, the existing demand for good and productive

projects suitable for local funding and management far exceeds available
 
resources. In consequence, assuming that the capacity to manage and
- proga.-th e-res ourc ess.can --be-expand ed- at-11he -prov inc ia-le vel-, t hegra dual-, 
increase of the Changwat Planning Fund as currently planned should be
 
encouraged.
 

The question which immediately arises, however, is whether mechanisms
 
can 
be found for getting more production, income, and distribution of
 
benefits out of the same amount of money than at present, there are a
 
variety of approaches to this problem which the 
team would like to suggest

for NESDB consideration.
 

(i) Allocation of Funds: Given the fact that tambon, districts
 
and provinces differ greatly in the quality of the natural 
resource
 
endowment, level of public investment, relationship to markets,

income of villagers, etc. ir.would appear to the team that these 
differences should be utilized more fully in allocatino resources 
and perhaps even in differentiating the terms on which the 

;ssisrance is Dpovided to -ie local authoriz es. The
i .uei1es rom ..ESD. rec-arding the allocation of the Chanawat 

'la--'ni F , S rcnalv criteria such tne:n_-: s thza as above. 
U !iCI: ' : ,Oe .rectsand a.all....'OT 

funds. In tne 2uc. emen- ci the team, however, this Drocess coul 
be improved. 

-:_naion of the weights assicned to d-fferenz variables in 
the provinces we-vi-§ited suggest that population is the most
 
important determinant whereas income level may play only a 
marginal role. If the "distributive" strategy envisaged in the
 
Fourth Plan is to be pursued through policies and programs aimed
 
at reducinq the existing socio-economic disparities, it may be 
desirable to assign greater than 10 per cent weight to th._ per 
capita income variable.
 



r ,thsrmcre,
although the allocation formulae are utilized
 
in some manner in all provinces, the projects are reviewed sector
ally and rankings are made sectorally. It is not clear, therefore,

if trade-offs in cost/benefit and cost/beneficiary ratios have
 
been considered for projects in different sectors.
 

The team was also unclear about the extent to which the

final selection of projects at the tambon level, 
after they have

been approved and budget allocated by CCPD, would follow the
 
rankings implied'in the allocation criteria. Deviation from the

initial 
ranking might occur for two reasons. First, because the

projects which are 
"picked up" by th:sine ministries as part of

their national programs are funded, indeperdently of any local

ranking. Presumably, the decisian of a line ministry to fund a

tambon project will be due to its consistency with some national
 
,priority, and not its piacei.
 .the local ranking....Second, -we do
not know how the final selection of projects funded by the Changwat

Planning Fund will-correspond to the initial local ranking or the

criteria suggested in the initial selection criteria. It may well
be that the final selection will be heavily influenced by targets

of opportunity offered by better knowledge of the current year's

nationally funded programs that is available later in the fiscal
 
year. Thus, it may well be that the programs of the national
 
ministries "leverage" the Tambon Council decisions rather than the
 
opposite. It is,of course, 
too early to tell because many of the
 
provinces have not yet completed the final selection process.
 

The team is also concerned that the provinces have been

instructed to allot 20" of their allocation to municipalities and

sanitary districts and the remaining 80% to the rural areas, The

20-80 solit has oresumably been designed on the agoregative basis

of the proporticn of -he population living in these jurisdictions

in the 71 provinces. I- does aooear. ro,-ever. 
zhat the ru-al are-s
 
are 
generally Doorer than zhe encorDorated areas and that the fiscal
 

c t f -rE imunic'pal ar.' sanitary districts 
are rela-ivel.
 
-crer. -a. -,- -,_I-.. . t may well 5e. :e'ec
balance shoulc e tited further in - -re C. sac equalize 
this poverty ga,. 

On the -,-er hand, in specific provinces, it may well be
 

urban poverty (municipalities or sanitary districts) has 
a somewhat
 
higher incidence than 
is normal for the nation as a whole. In such

provinces, there may well be 
reason to tilt the balance in the

opposite direction. In short, it is desirable to have a 
more

flexible allocation formula which could be adjusted to 
the actual
 
characteristics of poverty in the province.
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(ii) Cost Sharing: Under the present system of financing projects

from the Changwat Planning Fund, no local contribution or match
 
is required. Fiscal capacityis indirectly incorporated in the
 
allocation formula (per capita income as a proxy). 
 However,

fiscal, effort and performance are not amongst the considerations
 
for funding projects. In spite of the extremelyweak fiscal
 
position of local governments, it may be desirable to require a
 
local match or contribution, albeit small, towards financing

Changwat Planning Fund projects. Matching requirements would 
facilitate a sense of local ownership of projects. 
Additionally,
it would provide some leverage towards resource mobilization at 
local level and the cumulative effect may be significant towards 
financing the 
long-run maintenance and' operating expenditures.
 

(iii) Reducing Costs: Resource constraints might also be relieved
 
s omewhat .by-. al.teri ng. cons tructi on. standards.--.--This, woul d- require .... 
a set of policy determinations that (1) In some areas of the
 
country it 
was more important to have services and facilities at
 
even a barely minimal standard in as many villages as possible

than to build to existing standards. (2) Itwould also require
 
a policy determination that certain sectoral programs were more
 
suitable for more modest standards than others, These decisions
 
should not be done on a case-by-case basis but rather on a
 
provincial or even a regional basis.
 

One example may be worth while. Members cf the team visited 
a project which had been designed to create a reservoir to supply

water to three villages. But the project had had insufficient
 
funding to provide for the distribution channels. For flood
 
control and water storace the facili:ty was still usefull but it 
was not yieldina its full potential benefit, To the villagers

and -o 
the government the cost of building the cement distribution
 
cranneis cui;:-entiy seems pronibtIv. ,he encineer agreed,

however, that it would be possible, at considerAo.v reduced cosz.
 
to :c--truct the channels of clav. 
 Pe-1ormance wcu be low.'er
 
an c. mate *., ai rrten ar- costs 'De higher, ,,- in the
mear-ire, all were acreed, the tnree ,,illages wcu.c!c least

double their existing yields and income.
 

; S obvious that this is a loZic one s'hould adopt-with
caution. Nevertheless, it might be worth while to 
use a portion

of the new 1' fund and in an experimental province or two, to
 
explore opportunities for bringing facilities to more villages

quicker at less cost by adopting more modest technology. The
 
team feels that this could be done immediately within existing

capabilities.
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(b) Increasing Scope for Local Initiative:
 

In addition to increasing the cost/beneficiary ratio of existing

public expenditure at the provincial level it is also highly desirable to

increase the opportunities for villages, tambons, and districts to under
take self-help projects. We understand that it is the policy of the
 
government to encourage such self-help. At the present time the team
 
perceives certain constraints on more effective self-help and also certain
 
opportunities which are not adequately realized.
 

One of the major constraints facing any community which wishes to
undertake on its 'own any public investment project is that much of the
 
cost must be met "up front" whereas the increased income from the investment
 
will be realized only over an extended time period. Similarly, although

the village or tambon may well recognize the potential benefit to be
 
derived-from--a--project,--vil-lagers--are--always-short--of cash--and- so--although 
.
 
the village may be willing to contribute labor and some materials, it has
 
difficulty meeting the initial cash expenditure. In consequence, the
 
village must wait until government resources are available and compete

with other villages for those resources. Thus, even though the village

wants the project (e.g. road or irrigation work) now and is generally

fully able and willing to pay for the investment, it cannot. We were
 
told by many individuals we interviewed that this is not an uncommon
 
situation. The following possibilities suggest themselves.
 

(i) We understand that the local property tax/land tax is
 
currently being reviewed and that a reform of the tax laws in
 
this area is probable. This would be an opportune time to make
 
provisions that would help to reduce this cash constraint and 
so
 
encourage local initiative. The most usefull provision would be
 
one permitting the creation of scecial tax districts, on the
 
authority of the province. .ith such a provision it would be
 
possible for one or more villages to pe-:ition the C,-A
C :- undertake 
a s.ecific oublic work in their village. Uoon receipt anc verifi
ca:ion c7 such, a perition through a suizable procedure (e.g.
C-- rendum) th, C.C coul then u -derakethe v.'ort" ir ,:.
-le cost of tne work would tnen be met throueh a su,-charce o.' the 
lan!d tax, allocated among the beneficiaries accordino to the snare
of bene-i.s received, and spread over such ceriod as is acceptable 
to Darties. Ineffect, then., the s aecatax district oermitsi 
the CAO, on request of the villagers themselves, to charge the
 
beneficiaries directly for the service they desire 
--'the initial
 
outlay beina met by the CAO. It is important to note that the CAO
 
should not have the power to impose such a surcharge unilaterally,
 
but only on request.
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migt also be desjrable for the province to have the
option to set Property/landtax rates within a certain range,

according to criteria set by government. Initially, of course,
the provinces will generally set the rate at the lowest. 

as the pressure for services builds, they may well find it

But
 

acceptable to the local 
people to increase the rate incrementally.

Generally, however, experience elsewhere suggests that the effort
 
to raise the rate 
locally will be more successful if the
increase is tied to specific expenditures. Thus, an increase
specified for school 
construction, for road construction, for
hospital/clinic construction, etc. is usually more acceptable

than a general purpose increase.
 

Both (i) and (ii)are innovations which could be undertaken
in the intermediate future without too much difficulty. 
A third
suggestion-would-require-considerably greatr prearation bt.
might-offer important pay-offs.
 

(iii) 
 The team suggest that the government consider the creation of
a "Provincial Development Bank." 
 The purpose of this bank would
be to provide loans to local authorities for public investmerts

with the repayment to be met from general 
revenue, special taxes,
or user fees. The nature of such repayment, the schedule of
repayment, and an analysis of the yield of such revenue instruments
would o.viousv be part of the initial review of the loan and par
of the loan agreement.
 

The development of such 
a "Bank" would require initial

capitalization. 
 This might be done in the public sector or,
indeed, it is possible that an agreement could be worked out witn

the private banks fcr this 
.uroose.
 

-nIta on- tne
, nri:a-e.-, 
 sanitary .;-tric-.
could be :orrowinc ager :s because :hev are the only legalIV 
,~tent -- Some officials we sioke with,. rs r: 

.... ..
suc: o- .- z -'c"t be mo.e .
 ,: ,ce "' tn rouh the ex.s-ing coooer:ives. The tear did rot have su-:ie-=
time t explore this possibility but it certainly deserves 
a :enticn.
"r,
other suggestion, which appears to have merit, would be 
a cranE
in tre leaal 
status of the Tambon OCuncil and the Vill-ce ^ouncil

which would make them juridical bodies capable of borrowing money.
This last suggestion clearly requires considerable advance prepara
tion,
 

The team wishes to stress that these suggestions for raising local
revenue are 
not intended to substitute for existing grants-in-aid or as 
an
alternative to existing programs designed to redistribute public investment
to the Poorest villages. 
 Rather, the team views these suggestions as means
of Providina local communities with easy opDoortunities to undertake
addl.,onal efforts if the community itself so desires. 
 It is our observation
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that the -1c1,CI C, U Iega, , t^, s uczjre , and financial) of under ancsuch 1oc1' : s-iprs ently very great. At a time when
national revenue is being s-rained to the 
limit and Public investments
in the rura, areas are ov,, every effort should be made to stimulate and

facilitate local action. Even a relatively poor village may find it 
can
 manage some minor 'ublic works if they find them very important and the
alternative is to wait five years until government resources are available.
 
At least they should be provided the option.
 



CHAPTER V
 

Training Needs Associated with Decentralized Planning
 

l. Findings
 

(a) Decentralized planning is likely to create a fairly large demand
 
for training in both planning and in project desian and management. This
 
training will require instruction in both basic sills and als, approaches
 
to integrated rural development combined with appropriate management
 
techniques.
 

(b) The most appropriate form of training would appear to be

"on the job" training utilizing highly focused and task.orientedtraining
 
modules ratherthan-traditional "academic' approaches. This has the
 
advantage of being lower cost, encouraging quick applicability of acquired

skills, reducing disruption of normal administrative tasks while staff
 
are being trained, and permitting fairly quick training of large numbers
 
of provincial and lower level staff for common tasks.
 

(c) There appear to be training programs of high quality and a
 
number of highly innovative approaches already in existence. It should
 
be possible, therefore, to build on this existing capacity and to benefit
 
from the lessons already learned in the design of this proposed training
 
program. The most interesting aspects of current experiments in Thailand
 
are those which stress interdisciplinary (integrated) approaches,
 
experimental learning (on the job), behavioral change in addition to
 
skill transfer, and adaptation to local conditions.
 

2. Discussion
 

(a) Training in Project Design and ilanagement
 

in accordance -.ith B.E. 2520, questionnaire nave been sent to the
 
village ccluncils, tne sanitary 4istricts. ,unicipalities and district
 
offices to solicit statements of need. -hese have been followed by
 
requests for projects. The lower lev'cl of government have been for
warding projects to ti'e district offraers. In this they have been
 
assisted by CD officers, district o" :ers, provincial staff and
 
specialists attached to the provincial headquarters.
 

Personnel at the district and provincial level play a vital role
 
in assisting lower level units to formulate projects, that is prepare
 
project proposals that can form the basis for decisions by higher levels
 
to fund these projects. They also se-ve as liaison with local leaders,
 
help guide the mobilizazion of the pculation for self-help efforts,
 
supervise construction and sometimes ceal with contractors on a de facto
 
basis.
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We have been impressed with the spirit in which local personnel
 
have worked together to put together projects. Our interviews with

district personnel and province personnel from four provinces indicate
 
a common desire 
 to meet peoplds needs and many examples of collaboration
 
at the local level among officers with different specialties. At the
 
same time administrators at the local level have pointed to the need
 
for greater accessibility of specialized know-how particularly in

engineering. Many of them have indicated a desire for more training,

particularly in technical matters. This is 
not surprising in view of
 
the predominant background of district personnel and the Governors'
 
staff persons in political science and public administration.
 

In addition to the problems caused by the lack of adequate technical
 
skills at the local level, the team also encountered complaints about
 

...projects-which did -not have the-benefit-,:of--adequate--interdisciplinary
analysis in the design stage and interdepartmental cooperation at the
 
implementation stage. In consequence, we were told, projects might

fail to yield their full benefits in a timely fashion because the

"software" had beei neglected or "downstream" problems had not been
 
anticipated.
 

It is the view of the team that provincial planning will require
 
new skills at the local level in project design and implementation and
 
new patterns of interdepartmental and village/administrative
 
cooperation. The number of persons to be trained may well number
 
several thousand and the range of projects for which they will have
 
responsibility may be fairly wide. Using traditional training methods
 
it is clear that this would be a monumental job--perhaps impossible
 
or at best very costly and of uncertain outcome. But there are develop
ments in modern training technology that make it possible to train
 
larce numbers of persons quickiy and effectiveiy. Such training

techniques are the basis on 
which modern armies succeed in trainino
 
"inexperie-ced" persons in highly complex and varied stil1s.
 

The basic characteristic of such a system of traininq is that the
 
-raininc is typicaity cone "on tne job" ana focuses airectly on the 
specific problems faced by the trainees in their ordinary environment. 
Abstract or academic instruction in skills is avoided and emphasis
is'placed on the immediate utility of the instruction provided. This 
has the dual advantage of increasing the motivation on the part of the
 
trainee, of simplifying the training task, and of demonstrating the
 
direct relevance of the skills learned to the job at hand. From the
 
point of view of the trainees' supervisors, this technique reduces
 
the time the trainee spends away from the job and speeds up the
 
application of the skills learned.
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Although this system of trainino makes full use of existing trainino
 
facilities in providing technical support, training materials, and trainers,
 
4z is worth noting that its success depends upon the extent to which it
 
is internalized into the local administrative processes. The training

should be directed toward local teams that are expected to cooperate

in project design and implementation-- not at individuals who are sent
 
off to some training institution. In addition, every attempt is made
 
to involve the local planners and the administrative superiors of the
 
trainees in the definition of the tasks for which training is needed
 
and the specification of programmatic goals toward which integrated

planning (and hence integrated training) is directed. It is also
 
desirable that to the extent possible provincial level technical and
 
administrative staff be involved in the training process either in
 
assisting in the design of the training or in the actual training itself.
 
This involvement assures that the trainees are aware of the importance
 

...	 that provincial officials place -on-the exercise, that-the senior- staff
 
at the provincial level are satisfied as to the practicality of the
 
training, and that the closest possible coincidence is maintained between
 
the content of the training and the anticipated tasks which will confront
 
the district and tambon level staff in the next planning cycle.
 

It is important to note that this type of training is intended to
 
be more than simply a device for increasing staff skills at the local
 
level-- it is also a management device. The team found almost complete
 
agreement among local officials it met that even without increases in
 
staff or budget it would be possible greatly to improve the effectiveness
 
with which the current budget was being spent simply by improved project

design and management. The team has come to the conclusion, therefore,
 
that the first step in improved provincial planning should be directed
 
toward improving the existing project design and management techniques.

This will have an immediate effect and will be relatively easy to
 
accomplish. The two improvements which should be the immediate goal 
are
 
(I) bet-er" technical design and fiscal analysis, and (2) a more 
integrateG approach to project design and implementation. 

7-,..ovemen:s in zhe technica i asoects of desion will ceoend on the 
zechnical support proviced zo the local level by :;)e Regional Planning
Centers and the provincial planners. This support should take the form 
0f ii:.roved project analysis guidelines and standardized formulae for
 
cal cul.atng costs, maintenance, etc. Once these materials are fed into
 
the system, staff will have to be trained in how to 
use tnem. Emphasis

here is placed on the training to use the specific materials developed

to support the provincial planning process and bottom -up projects and
 
not generalized procedures.
 

improvements in the integration of projects will ultimately depend
 
on the effectiveness of provincial level planning, the expansion of the
 
coorcinating authority of the Governor's office, and better inter
ministerial coordination at the national level. Nevertheless, significant,

short-term gains can be attained at the local level 
simply by encouraging
 
a more integrated aooroach zo projects at the district level and by
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exploiting and improving the already existing patterns of cooperation
 
which exist at this level. It is important to have a style of training
 
that exploits this potential. It is equally important that provincial
 
Governors understand that an adequately designed training program can
 
make a major contribution to administrative integration and local
 
participation at the project level.
 

The team will suggest in an attached statement a specific training
 
program in project design and management which the RTG may wish to
 
consider employing in conjunction with the training program in provincial
 
planning which we shall suggest below. This program of "accelerated skill
 
development" in the area of project design and management represents an
 
approach to the problem which has been found very effective elsewhere.
 
The team further suggests that the RTG may wish to experiment with
 

............this-approach on-a pilot -basis in selected-areas. -The-attached proposal-
is predicated on the basis of a pilot effort in the northeast region
 
with an emphasis initially on minor irrigation. The emphasis on
 
minor irrigation was selected because it appeared to be a priority
 
concern in the region and because such irrigation works were prominent
 
in the projects suggested by the Tambon Councils. It is also a
 
particularly good sector of rural development in which to demonstrate
 
the advantages of integrated design and implementation. If the results
 
of the pilot were found acceptable to the RTG, itwould then be possible
 
to expand this focus to other types of projects undertaken by the local
 
authorities.
 

(b) Present Training in Management and Related Subjects
 

Institutions in Thailand have recognized the need for training in
 
management and related subjects and are pursuing training in these areas.
 
NIDA, with a staff of 125, conducts training and research in Economics,
 

....e
S:.,::s. Public Adrinistration, Business Administration,Search an*t in-service training. Its in-service staff of 10 provides 

a - monrn course in economic developmenz ano regional planning. Various 
cgovernment crl:iani rins sen empiovees for courses Of varying length. 
.norder t: , ::.-E zranirz reievant to the rea' ,,orlc NID makes 
use o live projects for simulation and has exercises in the field.
 

The Ministry of interior has recognized that the new responsibilities
 
of Changwat personnel will require additional training and has been
 
trying to relate such training to the performance on the job. The Office
 
of Policy and Planning has been offering 2-week central training for
 
Changwat planning officers and 3-5 working days training at the Changwat.
 
The Academy of Local Government Administration (ALGA) is adding 12 hours
 
on planning to its various courses and is offering a one week course for
 
province personnel. 
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The Undersecretary's office recently sponsored a 2-month course in
 
planning that involved a Planning Exercise using a real project. It
 
was an experimental course in which 40 participants from the Ministries
 
of Interior, Agriculture, Health and Education learned about planning
 
and then collaborated on actual planning problems. Here was clearly
 
an attempt to train people of different disciplines together and foster
 
interdisciplinary collaboration on real tasks.
 

DOLA uses simulation and cases based on Thai experience. At the
 
executive level training, in addition to teaching the concepts and
 
techniques of management, administration, leadership and decision
 
making, it teaches government policy. Below the executive level it
 
teaches fields that pertain to the specific duties of financial officers,
 
auditors and various functionaries of municipalities.
 

Members of the team discussed the ALGA curriculum with its staff,
 
visited a classroom and met a number of ALGA staff members. They were
 
not able to review the written curriculum and training material because
 
of the language problem or spend much time observing the actual training.
 
But from what they were able to learn, the training orientation and
 
motivation is excellent. in this brief exposure, a healthy emphais on
 
experimental learning oriented to behavioral change was noted.
 

There is evidence of a growing emphasis on learning by doing, and
 
application oriented curricula and responsible Thai officials emphasize
 
the need for more practical training. An important effort in the
 
direction of providing practical training at the district level is
 
the manual prepared by the Engineering Department of Khon Kaen University
 
under a arant from the Ford Foundation. In fact, the work already
 
undertaken at Khon Kaen Provides an excellent foundation on which to 
tild che proposed nilot traininc effort in minor irrigation projects 
a,,non:e o, z-e reascns the team sucgested a pilot effort in this region 
focused on s-aii-scale water works. 

The mar-pose of t',iS manual i to helP dIstrict personnei with no 
,re\'iou eno Theering zraining to design and cost ou: s water storage 
installations. While we have not been able to read this manual because 
it is in Thai we hsve been impressed with the determination of the 
professors involved to test the manual in the field and modify it 
accordingly as well as to extend the scope of tne manual. Similar 
efforts to create operational manuals covering other aspects and other 
types of projects forces among and within organizations and different 
disciplines first in their formulation and coordination and then in 
their use in training and on the job. These trends in training are 
fully consistent with developments in accelerated training methodology 
in the developed countries to meet analogous needs. Appendix A 
provides a description of this methodology in the developed countries 
and relates these to local planning needs of Thailand. 
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The training taking place in the Ministry of Interior has a number
 
of very attractive features such as integration with ministry policies

and procedures, use of simulation and actual 
case studies, a behavioral
 
approach to training and training at various levels. These features
 
should be retained and extended further.
 

It is suggested that the training in local planning be looked on
 
as a service to the Governor of each province- an instrumentality which
 
will assist him to manage development activities in his province in
 
accordance with provincial, national and regional as well as local
 
needs. Therefore, at an early date the affected Governors should be
 
consulted before decisions are made about a training program. In addition
 
to getting important inputs from the Governors, such consultation would
 
set the stage for expanding cooperation with the Governors and their
 

It is suggested that the next step in building upon the excellent
 
foundation already laid in the training efforts outlined above would

be a pilot effort in project training with the following characteristics:
 

- Focus initially .on training in local planning and implementation

of small scale irrigation projects in the Northeast Region.
 

- Set up a regional training unit that will be responsible for
 
carrying out such training in the Northeast Region.
 

- Provide training for provincial training and consulting teams
 
first and then help these provincial teams train district
 
teams
 

- zxand training in ozner regions ',1hen training in the Northeast 
Re isstabilic. 

- -xnanc training in the t.-,rtheast Re-iion to cover all types of 
'-o.jects. 

(c) Tr foirfor Provincial Planning
 

The members of the team from the University of Wisconsin, School
 
of Urban and Regional Planning had no opportunity to explore current
 
training capacity in Thailand in the area of regional planning. In the
 
section of this report dealing with planning the suggestion was made
 
that current provincial staff of the Ministry of Interior will in all
 
probability require some additional training to prepare them for their
 
new planning tasks. It was also noted tnaz a broader disciplinary

base for recruitment to these posts would undoubtedly help matters in
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the future. The team is unable to make any judgement, however, concerning
 
the adequacy of existing training capacity to meet these needs.
 

Several members of the team have, however, been working on the
 
development of a simplified, cost-effective training program for pro
vincial planners in situations similar to that in Thailand. The
 
approach is very similar to that outlined above for training in project

design and management. The emphasis is placed on "on the job" training
 
in task specific-modules, although somewhat more attention is given to
 
generic skills because of the innovative and integrative role which
 
must be performed by the provincial planners and which requires more
 
general problem solving capabilities and a broader picture of the
 
region's problems. This approach stresses that priority should be
 
given to simple, low cost, incremental improvements initially. Among
 

... thes e,-are-.-imp rovements.-I nproject,des! gn........Bas.ic mappi ng-techn iques,

and the development of simple techniques of project selection.
 

The brief statement which follows is a very tentative approach to
 
the problem. We could provide NESDB with a more complete version in
 
one or two months if it so desires. In the meantime this will provide

suggestions about how to approach the problem. In any case itwould be
 
desirable to test any approach adopted in one or two pilot provinces
 
while at the same time exploring suitable mechanisms for replication
 
and extending the training on a larger scale.
 

Draft Trainin. Proqram: Summary
 

The training program must provide cognitive, behavioral, and
 
affective development for provincial planning staff. Coanitive develop
ment is the transfer of testable Knowledge to the personnel concerning
 

z-'stant"-of in-erest and -.- in most instances,
areas licabili:,,. 

,ecogn-,.. informar.ion will ebarea sDec-i:.
 

Beha'.''-,i devel-.c-ent reauires :eveiopina testable abili-, to
 
erform necessary :as.- it iss :,i _e\elopmen . Behavioral S"1is
 

are primarily generic and will not normally be area specific.
 

--r.ive skills requi- "he development in the staff of under
standing of appropriate values, perceptions, and approaches to problem 
solving and the ability to apply them to real world situations. 

A partial and illustrative list of training modules is included
 
below, It must be emphasized that this list is tentative and subject
 
to change. The reason for including it here is simply to illustrate
 
the substaniive content of modular components of a training program.
 



TRAIS ING PROGRA,1 COMPONENTS 

MODULE PRIMARY OBJECTIVES
 
Cognitive Behavioral Affective
 
(Knowledge) (Skills) (Appreciations)
 

Introduction to Planning X 
 X
 

Application of Maps and Air Photos
 
to Regional Planning X
 

Oroblem Solving and Decision Tools X
 

Regional Analysis and Location Theory X
 

Natural Resource Management and
 

Program ?fanning, Budgeting and
 

Development Strategies X
 

resource i',o~Lilization x
 

C _-c:: Projects Planning and
 

E os s:e, s X 


-rogrammi ng X
 

Project and Program Evaluation X
 

X 

.-ricuural Production Systems X X
 

r 
....' :"a-no -.'- rlS : X
 

7eanser.'ozOnfl X
 

Marketing and Stimulation of 
Local Enterprises X X
 

X
 

Public Health and Social Services X 


Innovation and Social Behavior 


X
 

Wa-er, -nercy, and ',astes X
 



....
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Delivery of Trainino
 

The training program must be designed so that it can be delivered

in a highly cost-effective way to provincial personnel. In most, if not
 
all, instances, the personnel being trained will 
have full time agency

responsibilities. Instructors should, therefore, be brought to 
the
 
site to instruct. It is appropriate, therefore, that an inten,:"ve

semester concept be employed. Students would receive basic training

materials well ahead of scheduled visits by instructors, including

materials to be read and understood. If appropriate, tests will be
 
employed prior to the intensive period of training to determine readiness
 
on the part of students. 
 Each intensive training period should approximate

forty hours of contact.
 

It-is-appropriate--that -unit-packs.-be-employed- for-instruction. 
purposes. Unit packs would consist of all materials necessary for the
 
student to meet the basic cognitive, behavioral, and affective objectives

for the study unit. Unit packs would typically include readings, work
books, programmed instruction, problems, and case studies depending on
 
the objectives of the course.
 

Instructors should employ a variety of teaching methods during the
 
contact period wich the students. We anticipatethat extensive use of
 
audio-slide cassette packages, videc'tapes and action-oriented problem

solving augmented by case studies would be highly effective.
 

Modular Units of Instruction
 

The training program must be capable of being expanded or contracted
 
to meet the specific needs and resource avali abiiity in any given 
area.
 
Therefore, it is Appropriate that the tra 
 g program be desianed in
 
moaular components. The modular approach to zraininc, the intensive
 
instruction periods, and the unit packs for traininc purposes all 
reinfcrce
 
)ne another to provide a comprehensively ws v"ster of training.
 

In the modular approach, there are essentially two kinds of modules.

One is designed to stand alone; these are core modules. A second kind
 
provides more depth in particular topics than can be provided in the
 
core modules. These are supplemental modules. They, too, can stand

alone, but they presuppose a certain level of skills and knowledge on
 
the part of participants-- skills and knowledge developed in the core
 
modules.
 

The basic training program would consist of a series of core
 
modules. A comprehensive training program would consist of the core
 
modules and, in addition, supplemental modules of both generic and country
specific topics designed to build sequentially on the knowledge, skills,

and appreciations developed in prior modules. 
 In all cases, however, each
 
training session constitutes a single module, with one unit pack for

instruction, and with the capability of standing alone to meet its specific
 
inszructional objectives.
 



- 13 

Generic--S.ecific Training
 

The modular approach is highly flexible in both its capacity to be
 
expanded or contracted and, just as importantly, in its ability to
 
incorporate both generic and regionally specific knowledge, skills, and
 
appreciations. A module on soils or location analysis is broadly
 
applicable across areas and can be considered a generic module. A
 
course in handlinc of societal wastes, or agriculture, or intergovern
mental relations must be adjusted to meet the particular needs of
 
individual places, depending on climate, religion, culture, and so
 
forth.
 

In general, modules dealing with developing behavioral skills would
 
be designed as generic units of instruction. Modules with primarily
 
cognitive skills objectives would tend to be region specific, and
 
mooules with affective objectives should be mixed units; i.e., they

will contain both generic and regional specific materials.
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CHAPTER VI
 

Recommendations
 

A. The Provincial Planning Opportunity Framework
 

The observations we have been able to make during our short visit
 
to Thailand clearly suggest that there exists a great opportunity for
 
the decentralization of planning and decision making within the existing
 
administrative structure. Although much of this opportunity lies within
 

- . the-.!'to p -'down! .stream-of-pl anning-,t..-the-most-- recent -effort-.to--institute... . 
a process of "bottom up" planning, albeit small in its monetary dimension, 
may well become the catalyst for more significant shifts from "top down" 
to "bottom up" in the future. 

What seems to be lacking, however, is
a dynamic conceptual frame
work which identifies the various opportunities latently present in the
 
existing Thai planning system and which suggests how these opportunities
 
can be captured over time. A preliminary and rudimentary ,"Provincial
 
Planning Opportunity Framework" is presented below in Diagram 1.
 

From this diagram, it becomes obvious that the provincial planning
 
level is the pivotal level for planning decentralization at this point
 
in time. It is the level at which the two streams of "top down"
 
and "bottom up" planning meet. It is at that level where the final
 
selection of locally initiated projects is made after review and
 
allocation at the national level. It is also the level where the
 
administrative organization of Thai Government in all cf its dimensions
 
finds its lowest nexus in the provincial governor, as clearly seen in
 
the organization char; included in the preceding chaDze'. As 
stressed earlier the role and functions of the governor in that key 
position are of utmost importance for successful plannirn. 

- major weakness of the existing systemr Is traz c- rot recO.cnizing 
the d-namics of chanae over time in the re:,'ve impor-ance of =no two 
modes of planning - "top down" and "bottom up." Our reconnaissance 
gives us reason to believe that the "bottom uD" mode will gradually 
increase its relative importance. 

We firmly believe that because of the general nature of bureaucratic
 
and professional behavior, no significant changes are currently possible
 
in the qualitative characteristics of projects and programs which flow
 
through the "top down" process. Because of lack of precedence and the
 
general scale of The projects ii the "bottom up" mode this is the avenue
 
through which such factors as minimal standards, indigenous simple
 
technology, labor intensive design, simple management and evaluation
 
procedures, etc., can be introduced into project design and the planning
 



Diacran
 

Provincial Planning OppOr-uni yvFramework
 
Central 
 Provincial Government
Planninc c-o-s National Agencies Programs/projec- 5 
Pr S
so__!____o__a_ -P- P r 	 (including S-cia& Projects ,Projects Fund)
 

Planning Mode 
 "To- Down" "Mixed" & "Bottoms up',
 

Planning Level
 
and Functions:
 

National 
 Monitoring & Evaluation 
 Review, Coordination,
Initiation, Design, Resource 
 Resource Allocation
 
A!location .(ProjectSDeci.fic) -(General)
 

Regional Coordination, Directives 
 Review, Coordinaton
Centers 
 ~, Technical Assistance
 

P-ov-incial Implementation, Supervision Coordination, initia

tion, Direction,
 
Control Resource
 
Allocation (Prcject
 
Spec ific)
 
Monitoring and
 
Evaluation
 

imp"
t
District 	 Aso-- n"Supervisicn,

ac bsrtin Fac__i-


SuPort.., Coordinaz-ion, Faci-
litation, Local-Level 	 tation, Screenin .,
Adustmen-	 Coordination
 

Local 
 Suport and Acceptance 	 Initiation, impie
men:a:~rt
 

---u
eztC-'--_e.-----:-

Sz-:itc 
 - i_ 
 Smiac1.e1.
 
Impact 
 Slow Gen.:rating~ -._.Ii-


Techogy 
 Mcdern, Advanced 
 o.:7.ati e I-"-igenous 

-ac4aI Cc.s Hi a.h 
Low
 

Labcr 
 Low to MerdiI 
 r tens: 

N e e d .- A a-Idvnc e , ..... _  . .
 

nagemen t
.-..
 Cz.poe.
 

uatiC-.:,
va 
 . S

C 



-2

process. These "bottom up" projects will provide, therefore, an important

opportunity for experimentation in project type and design.
 

We want to emphasize that we do not advocate one approach over
 
the other. We firmly believe that both are needed now and will be
 
necessary also in the future.
 

It is with these comments in mind that we present a plan-making
 
framework which we believe is dynamic to allow for change over time,
 
operational to facilitate administrative manipulation, and simple to be
 
doablewithi n.the. cons trai nts of-the-.pres ent.and -the,,,.i ntermedi ate--future .
 
staff resources. After presenting the framework (Diagram 2), which
 
parallels and amplifies the NESDB model, we recommend a spatial
 
referencing whereby the model can be put to work more effectively.
 

We recommend that the technique of project mapping for review
 
purposes be initiated at the earliest time. By doing this, the groundwork
 
is laid for moving towards a spatial planning dimension which is not
 
conspicuous in the NESDB model. We would also recommend that project
 
map be correlated with population distribution maps (not density maps,

but rough dot maps showing actual population concentrations and their
 
relationship to projects) and with per capita or household income
 
distribution maps.
 

It is important to point out that though we would recommend accuracy 
in the project location map the two other maps should not be deferred 
because of lack of "adequate" data. From what we saw in the field, 
there is sufficient material available to produce these maps without 
great difficulty. :t is important to remember that for policy purposes 
and judgmental deciszion makinc we need only gross information. The 
S.,edes, who probably have the best track record in plan implementation 
among all nations, feel that the accuracy tolerance -or planning oata is 
somewhere =ouna + 20 percent. .e feel that the data currently available 
esiv exceEd thi st_ ard. 

Other Recommendations 

(a)There should be active and highest governmental attention given
 
to methods for increasing the impact of "bottom up" planning by
 
influencing the budgetary decisions of central line agencies. The
 
CCPD provincial planning and Annual Operations Program review processes,

and newly instigated national budgeting procedures offer a unique
 
opportunity to take immediate action with gre:t potential impact; but
 
as noted elsewhere, we doubt the benefit/cost effectiveness of the
 
entire planning decentralization effort unlass the process can influence
 
substantially greater levels of investment than the national Changwat
 
Planning Fund.
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(b) Provincial allocations from the national Changwat Planning
 
Fund be continued as a lump-sum block grant as was done during the
 
current fiscal year with the following modifications: (i) that
 
consideration be given to increasing the per capita income variable
 
in the allocation formula; (ii)that in the solicitation of project
 
requests from the Provincial Planning Committee, the Central Committee
 
on Provincial Development indicate two or more levels of funding likely
 
to be allocated from the Changwat Planning Fund.(For example, the
 
Changwat budget might be prepared on the basis of the best available
 
estimates of funding but the Changwats would be asked for an accompanying
 

m -'
 s td.......tati c h pr&ectsw6uld b-e drop-ped or added if funding were
tf whi 

10% higher or lower); (iii) that consideration be given to requiring
 
some local matching in order to qualify for financing projects from
 
the Changwat Fund; (iv)that the CCPD mandate to each province a
 
variaDle percentage of the total allocation that may be earmarked for
 
municipal and sanitary district projects and other provincial/rural
 
projects; and (v)that high-priority consideration be given to
 
increasing the percentage of the national budget that is set aside
 
for financing projects from the Changwat Planning Fund.
 

(c) Consideration be given to setting aside a small proportion
 
of the Changwat Planning Fund for suitable experimental projects, in
 
an attempt to encourage local innovation--in technically or institutional
 
ways--in solving their problems at'reduced cost.
 

(d) Consideration should be given to the establishment of ' small 
discretionary fund drawn from the Changwat Planning Fund, to b isod 
by the provincial governors, thereby strengthening their caDacity to 
initiate and lead the Changwat project planning process. 

(e) Staff capacity at provinci.: and su".-ovincial s-zuld be
 
substantiall.,augmenzeo by greater involvemenz cf academic instituzions 
in iTIerent recions in ctii traininc and techni cal consul:ative zczivities; 
pilot testino by Thai agencies indic-.es this could readilv all'eviate 
shorzages of certain skills essential to provincial, especially project
 
level, planning.
 

(f) The NESDB RegionaEl anning Cente, :-,rogram goal of preparing
 
traditional comprehensive regional plans above the provincial level
 
should be set aside except in special cases; and consideration be given
 
to focusing the regional planning center staff effort at:
 

(1)data and information aggregation, management, and
 
dissemination as appropriate;
 

(2) technical assiT:Znce in all asEzcts of the provincial
 
planning and projecz proposal development process; (a)
 
consideration migh: De given to a i-ore efficient arrangement
 

http:indic-.es
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for using national staff of NESDB anG :he Office of Policy
 
and Planning, Ministry of Interior; (b)special attention
 
should be given to limiting the involvement of the RPCs
 
at the earliest possible time in plan-making for the
 
Changwats;
 

(3) providing a limited regional perspective, based on data
 
aggregation and selective issue analysis, in support of both
 
national and local policy analysis and planning;
 

(4) vertical and horizontal coordination and information
 
transfer;
 

(g) in order to help resolve the confusion we have described with
 
regard to the planning process, we recommend development of two manuals
 
as outlined below:
 

(i) A Provincial Plan Preparation Manual
 

J) Statement of the purposes of planning.
 

(2) Description of plan qualities, etc.
 

(3) Description of basic plan elements.
 

(4) Simple techniques of element preparation with
 
applications.
 

(5) Simple plan monitoring and project evaluation
 
techniques w.i-h a. iazionS
i, 


C Goc-:ination :ecnniques wizn applicazicon. 

(ii) A Provincil n r 

(1) Statement of plan utility with examples. 

(2) Pian mcification techniques.
 

(3) Contingency techniques.
 

(4) Other?
 

These should be developed in coordination with the project develop
ment aids and training as recomnended elsewhere in this report.
 



B. Administrative Aspects of Decentralizers Planning
 

1. Planning and Administration at the Changwat Level:
 

The one-year Annual Operating Program is not yet a plan but a
 
(hoped for) operating budget. Second, it is not currently a realistic
 
budget, as it is subject to a distant and as yet poorly interfaced
 
budgetary process in Bangkok, from which it is difficult to predict

how much funding will be allocated, and from which of several channels
 

'1this'allocaton mn1 ght- come. A re'sul't, m'uc-h effort h'as gone into a 
set of projects that must be immediately and substantially revised once 
the budget has been determined. 

These ills could be remedied:
 

(a) Reasonable estimates of budgets, both province-wide and
 
sector-specific, should be made early during the budget-preparation
 
cycle, and the CCPD should supply sector guidelines as well as a'i
 
overall budget ceiling for the provinces.
 

(b) Provinces should be afforded a systematic process of programmatic

suggestions to sector ministries through preliminary plans prepared early

in the year, and forwarded to the CCPD. With this latter body's growing

authority over sector programs, influencing their "marketing" of programs

to the provinces, the current scramble for programs and projects should
 
diminish. In its place, increased planning and realistic budgeting
 
can occur.
 

(c) The role of the Provincial Planning Committee should be
 
strengthened to permit the development of the strategic dimensions
 
of planning (i.e., to define provincial priorities vis-a-vis the
 
budo-. auideIir!es), and to review the final plan/budget in order to
 
assure consisency vith budget anc policy guidelines. To contribuze
 
to .he effectiveness of the ?,PC in the aoove roles, thE province needs
 
a full: staffed planning off 'ce to perform staff and analytical duties
 
for the PPC. Itwould be responsible for preparation of a comprehensive

budget proposal and for rev.sing that document to conform to final
 
F.uthorizations.
 

(d) Time frames for these activities must be carefully clarified
 
and outlined. The complex process of popular input, project preparation,

strategic determination, interface with national offices, budget estimation,

tentative budget preparation, national level budget review and final
 
budget authorization, all interrelate to one another, and some cross
 
at least three administrative levels. Precise dates to commence and
 
complete each step must be defined, and escape routines for the actors if
 
one level fails to complete its responsibility must be outlined.
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(e) An integrated approach to project planning, review, execution,
 
and evaluation be developed and institutionalized so that priority
 
setting, scheduling, and financing aspects can be streamlined and made
 
more effective.
 

2. 	Coordination of the Diverse Participants in the Planning
 
and Administration Process
 

These recommendations are intended to strengthen the role of the
 
governor, to facilitate participation of each critical actor, to emphasize
 
the strategic and area dimensions of the plan,..to clarify,.the .framework
 
(budgetary) within which the changwat personnel will work, and to allow
 
sector-specific input when necessary. However, additional suggestions
 
are offered, particularly regarding non-changwat organizations and
 
personnel.
 

(a) Central government field offices: Each provincial representative
 
of the line ministries should have an explicit responsibility to inform
 
the governor and the provincial planning office of all projected annual
 
activities in the province. The governor must have the explicit right
 
to request further information and to file objections with the pertinent
 
Ministry office headquarters. Some national body must arbitrate these
 
disputes. The most appropriate would appear to be the CCPD.
 

(b) Programming (recurrent costs, staffing assignments, training,
 
etc.) and Projects: It is sensible to retain a central 

authority and role in programming responsibilities. Substantial economies 
of scale, personnel career stability, uniformity and continuity of 
performance, etc. are served by such central functions. On the other 
hand, central agencies can be unresponsive to specific area needs and 
v.riations, and be unwillinc to accept the recurrent costs implied ty 
local za~il \ t~nr projects. There simnly is no easy solution 
to tnis aiiema. nowever, there are some incremenzai szeps which can 

easier to live win: 

(i The governor nave a comprenensive buoce, inziudinc a 
proaram exDenG1iures witnin his province, for his informazion sc 
he can "- s4ftino personnel and orograms with 
:ne 	apprz~rp:-ie :niztry. 

(ii) The governor should have more effective input into all
 
personnel evaluations; regarding sector personnel, his evaluation
 
might be quantified and have a specified weighting in promotion
 
and compensation decisions at the center.
 

(iii) The governor should have an increased role in all appointments
 
and re-appointments of any staff in his province
 



3. Planning and Administration at the District Level
 

District administration occurs in the context of the whole web of
 
local government, and will be strongly affected by patterns and tones
 
set over a long term, particularly as they relate to popular participation.
 
Moreover, within this context, the District Officer faces several
 
challenges pertinent to his performance as planner and as administrator:
 
relating to and mobilizing the local populace, balancing area development
 
with sectoral staff and traditions, relating a local plan to changwat
 
level planning, building the capacity of local institutions, building
 

own-management-capacity., and balancing,the-need toact.,,wi-th. the need
 
for accountability. A number of specific suggestions follow:
 

.... ,, 


(a) District Officers and their staff should be sensitized regarding
 
the importance of local government for the populace's perceptions and
 
conception the system in general, and willingness to engage actively
 
in local level development.
 

(b) Expanded funds should be made available to the Tambon
 
Councils and District personnel for small scale projects. This should
 
include both gradual expansion of the 1% fund and increases in locally
 
generated revenue. Over time higher level review of tambon projects
 
should be reduced greater discretion and opportunity for quick action
 
should be permitted in expenditure of these funds--especially for smaller
 
projects. The current review procedure while useful for a transitional
 
period in providing initial supervision and cooperation, communication
 
appears to be excessive for the long term.
 

(c) Authority to make contracts, procure materials and labor,
 
authorize payments and certify completion of project should be granted
 

the 2istrict Officer in oroer to expedite activity at this level. in 
zne same- cn:ext micht e lesirable to explore the possibility of 
establisning the TamCon cuncis as judizial bodies. 

S...Core:e ouarterly recorts of al, ,roject ac-ivi-, shauC :
mace v :ne :riz Officer to zne governor. I: is our sense :: t ile 

district officers have a cood knowledge of affairs in tneir localities, 
but that the governors require better information on performance. 

(e) District administrative staff snould definitely be included
 
in the training programs in project design and management suggested in
 
the training section of this report. Such training would not only
 
upgrade the technical skills of the administrative staff but also would
 
instruct them in the coordinating role they must play if decentralized
 
planning is to succeed.
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(g) District plans of a general and prospective nature should be
 
prepared by district officers in committee with their assistants, primary

sector personnel and Kamnans. This would serve to broaden thinking of
 
the personnel involved beyond sector and locale-specific projects,

to approach district-wide solutions, encourage multisector activity,
 
seek economies of scale, and seek "synergistic" opportunities. It
 
should also by experience, strengthen the capacity of the Kamnans to
 
organize and lead local groups, broaden their conceptions of development

opportunities, and build rapport among the participants. Finally, distinct
 
prospective plans when contributed to the PPC should encourage provincial
 
area- orientations--at--the- changwat--evel-of-planning.. It isfurthermore;

the team's clear opinion that the personnel capacity for these activities
 
currently exists at the district level. Some specific training is
 
suggested, as noted below.
 

(h) Increased local tax capacity is essential to broaden the
 
resource base for development, to involve the people more fully in
 
their own affairs, and to invigorate local institutions. This should
 
take various forms, including general revenues, special tax districts
 
(constructed around users of capital improvements, particularly income
 
generating ones), and service-specific taxes (school, health, roads,
 
etc. levies).
 

(i) Use of tambon based committees to share project administration
 
should be continued and encouraged. This eases some of the administrative
 
burden from the district officers' shoulders and should strengthen tambon
 
members' individual and collective capacities.
 

(j) As the scope for local initiative expands, as decentralized 
planning grows in complexity and responsibility, and as the level of 
public investmen, in the rural areas increases, the demands on local 
adminis z.ation wi l increase considerably. t is not t-o soon to becin 
to examine the rewarc structures and terms of service of local 
acministrators .o ascertain if they are currently consistent with this 
exDP.nre rol. he team noted at the changwat level, for example, that 
the Governor' s zaff felt that ccntriouzions to charcwat pIanninc, as 
opposed to routine administrative tasks, were diversionary from their 
normal career parths. The team was of the opinion that special efforts 
would have to be mace to provide adequate incentives for provincial 
planners. Similar observations might be made about lower level 
administrators. Emphasis in the system is on implementing orders from
 
above and success tends to be defined in terms of mobility out of the
 
district. It is evident that this is not a context conducive to de
centralized and participatory development. The team is unable to make
 
specific recommendations in this regard, however as it did not have the
 
opportunity to explore the current situation. Nevertheless, the team
 
was struck with the number of times that such personnel considerations
 
did come up in the discussion of the problems of decentralized planning and
 
feels that it should brinc this problem to the attention of the Government.
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C. Financial Aspects of Decentralized Planning
 

1. Allocation Criteria
 

Our understanding of the situation is that villages and tambons which
 
have already received considerable public investment and are generally
 
more advanced will generally be able to profit more from a given new
 
investment because of complimentarities with previous investments;
 
they wi'l generally be more successful and aggressive in presenting
 

.....project Lrequests--to --local aauthoriti es-fo r ifunding ;-.and wil begin to-
have a wider demand for services and investment than the basic roads,
 
electricity, and minor irrigation. Although at the national level
 
planners are very sensitive to these differences at the local level
 
(district and tambon), where the final allocation of resources are
 
actually made, there is a strong and understandable tendency to
 
distribute funds more or less evenly among geographical areas (allowing
 
for population) and to assure that each village and tambon, and
 
district "gets its share."
 

What the team would suggest is that the analytical capacity of
 
the Regional Planning Centers might be utilized to establish a set
 
of criteria for distinguishing among rural communities according to
 
level of advancement and other factors listed above and that the terms of
 
government grants be differentiated according to where the community

stands on that scale. It is not necessary that the scale be complicated
 
or that we demand complete accuracy. In all probability a very rough
 
measure will provide all the differentiation which is required. The
 
possible breakdown could be as follows:
 

- .or "poorest" villages with little infrastructure: complete 
c"an; 

- or inzermieciate vii iaes: a 70,0 granz ;ith OG.ma-c,--,, 

- for the most advanceo villages: 5}. crant with . matching 

This approacn would have the a vntage of spreading the same amount 
of funds over a wider number of viiiages and proj-ct. and would take some recognition of the community's "ability to pay." The team would 
argue that this procedure should be followed even if it is the policy 
of the government to effect a net resource transfer from the richer 
regions of the country to the poorer. This resource transfer, if it 
can be brought about, can only influence the total allocation of public 
investment to the region or province. Within a region or province,
however, equity and efficiency would both seem to dictate a differentiation
 
of terms among villages.
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2. Local Resource Mobilization
 

The team is of the opinion that every effort should be made to
 
increase the contribution of rural communities to their own development
 
and to expand the financial capacity of the local authorities. In
 
particular the team suggests two specific innovations.
 

(a) The reform of the rural property and land taxes currently
 
under review by the MOI should include a provision for special tax 
districts which would enable local communities to voluntarily add to 
their -own tax-7 b-u--rd6h-i h6rdertofun'dce aih- 6e,cts-dpitd1proi IIn
addition, sufficient flexibility in tax rates would be provided so that 
local communities can make specific additions to the tax rates, at local 
option, to pay for additional services (e.g., a surcharge for ready 
maintenance, health services, education, etc.). 

(b) The team also encourages the RTG to consider, in conjunction
 
with an expansion of the tax base of the local authorities, the
 
establishment of a Provincial Development Bank that would make loans
 
to the local authorities for capital projects. It is recommended that,
 
for the more advanced provinces, loan funding gradually replace grant
 
funding for capital projects.
 

(c) The team recognized that both of these approaches are at
 
variance with current fiscal practices and may require assistance from
 
district administration (especially Community Development Department)
 
to educate the populace and close collaboration with the local councils
 
to assure proper exploitation of the opportunities created.
 

3. Project Approval Processes
 

,a. All project desions should require a specification of cnooing 
maintenance costs and the source -rom which :ne e will D craGk'. 1e 
"- cncial Planninc C11- :: then rev,*-- =11 prcjez:. c-. 
for their combined impa:: on recurrent costs and it should be requirec 
that the provincial plan show revenue, from whatever source, surricient
 
to meet the new burden occasioned by the new investment.
 

(b) Generally, it is the local authority which must pick up the
 
maintenance cost of projects-- the tambon and the village. It has been
 
suggested by the team, therefore, that the government may wish to
 
consider that the village or tambon be required to make a "down payment"
 
of the first year's estimated maintenance cost at an appropriate point
 
in the project development cycle. This would assure both that the
 
local body is fully aware of the impact of the project on its recurrent
 
budget and also that the sources of revenue to meet this cost are
 
indeed available.
 



(c) It is also evident that adequate maintenance requires that
 
someone perform the maintenance. The project design should show,

therefore, where the competence and labor for maintenance will come
 
from and this also should be reflected in the staff allocations and
 
recurrent budget of the appropriate authority. In cases where the
 
village proposes to undertake the job itself, the province may wish
 
to make provision for appropriate training, supervision, etc.
 

4. Problems of the Budget and Project Approval Process
 

in its discussions with provincial planniny-and administrative
 
staff the team encountered a number of problems which appear to be
 
rooted in the character of the project approval and budget approval
procedures in this initial year of the provincial lanning experiment.
 

(a) The lack of any advance information as .tohe probable

magnitude of the budget allocation under the lMto the local authorities
 
was cited everywhere as a major problem in project planning.
 

The team would recommend that in the future each province be given
 
an estimate early in the fiscal year by NESDB and that the province
 
should be asked to prepare a program based on that estimate and
 
alternative programs based on allocation of +10% and -10%.
 

It would also appear to be desirable if a representative of the
 
Bureau of the Budget could visit the PPC in each province early in
 
the fiscal year to review the revenue estimates and then again when
 
tne final annual plan is being formulated. if inadequa:e staff prevent

such a procedure nationwide, it might be worthwiil to experiment with
 
such an exercise in one or two pilot provinces.
 

(b" !t was the impression of the team tha: oenerallv zhe Orovincial 
F-anning OJficer had inadequa:e information about ne ' r -,projecz
of the line ministries which would beunertaken in his province. The 
District Officers were somewhat better informed about activities in their 
district but in no case were we told that the District Officers actually

aggregated all this information into a comprehensive budget for all
 
public investment in the district and much of theinformation which was
 
available at the district level was not, infact, transmitted to the
 
Governorls office either by the District Officers or by the provincial 
staff o the line ministries. 

If this is indeed the case, it must be very difficult to ascertain
 
the actual distributive effects of public investment within a province.
 
in other words, the allocation of the 1% Chanawat0Planning Fund among

tambons is made independently of the total allocation of oublic invest
ment and, therefore, its actual eaualiiing or redistributive impact
 
may be reduced. In addition it must be very difficult for local
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authorities to plan for allocation of staff and resources for maintenance 
without such a comprehensive budget. 

A simple reporting procedure could probably be worked out in
 
collaboration with the line ministries which could then be updated by
 
annual progress reports to the Governor's office by the line ministries.
 
The Governor's office could then collate all this information and
 
communicate it to the local councils and local authorities.
 

(c)Both project preparation and budgeting could be improved if
 
District Officers were provided with standardized formulae for costing

projectsi-and-,-with-si mil ar -standard ized -proj ect-7development-,-aids-and . 
manuals and were trained in their use. Inaddition itmight be useful 
to experiment, as suggested above, with alternative approaches to 
standards and construction in specific districts and to engage the 
District staff of MOI and of the line ministries inthis experiment so 
that the total cost/beneficiary ration of the project itself and of the 
total district program becomes a matter of active concern to the district 
development staff. This is obviously a suggestion which will take some.
 
time to implement but might be taken as a proposal for.experimentation
 
in a pilot area for incorporation of the findings in the next five-year
 
plan.
 

D. Training Requirements for Decentralized Planning
 

1. Training for Project Design and Management
 

The team isagreed that quick and significant improvements can be
 
made in the effectiveness with which existing resources are utilized
 
and interdepartmental coordination at the local level through the
 
mechanism of an appropriateiy designed training program in project 
desion and ranaemen.-am In conseence, te t" recommends that such 
. -ro:)- ,- be iven p"orii, among other efforts to improve provincial 
PI an-ii ng. 

A specific training program is suggested inAnnex A. This is 
designed as a pilo. effort in which it is proocsed to build on work 
already completed at Khon Kaen University on water management to test 
the Accelerated Skill Development approach in the Northeastern Region 
for training on locally initiated minor irrigation projects. 

2. InChapter V, the team has made some very preliminary suggestions
 
regarding the characteristics of an appropriate training program for
 
improving existing provincial planning capabilities. Members of the
 
team will be working on refining this training proposal over the next
 
two months and would be glad to consult further with the NESDB, 
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Division cf Recional Planninc and to share :heir conclusions othour
 
Thai counterparts. The team feels that the proposed training model
 
is highly suitable for Thai conditions, possibly with minor modifications,
 
but that this is a matter which will have to be explored further at a
 
later date. In any case, the team suggests that, should the NESDB find
 
the prrposed training model attractive, that it be field tested in one 
or two pilot provinces first. 



APPENDIX A
 

An Approach to Project Level
 
Training in Thailand
 

accelerated Skill Develooment
 

Tnere are developments inmodern traininc :echnolco- -hat m-a
 
oossible to train large numbers of oersons quickly and effectively. Such
 
training is the basis on which modern armies succeed in training
"inexperienced" persons in highly complex and varied skills. 
 The purpose

of this appendix is to describe the characteristics of accelerated skill
 
development and relate it to local 
training needs and circumstances in
 
Thai land.
 

Where changes in technology take place rapidly and a large number of
 
skilled persons are needed within a short periodof time, there is an
 
urgent nefd a ca-a&ility of generating a large number of persons with
 
relatively new skills in short periods of time and at low cost. 
 Examoles
 
of such situations in developed countries are the development and
 
distribution of a new weaoon system or the creation of a new computer

that is produced and sold in large numbers.
 

To train large numbers of persons in varied and complex tasks a
 
methodology for training has emerged that has reduced the time and cost
 
of training and at the same time given assurance of greater effectiveness
 
than more traditional methods. This training methodology involves the
 
following sequence of steps:
 

1. Determine Desired OL'tcomes
 
2. Determine Needed Skills 
3. Define Required Skills InDetail
 
-. 	 .gn Learning Plan
 
. Test Learning Plan
 
6. Redesign Learnino Plan
 
7. Implement Learning Plan Full Scale
 

-- -ne abcve w'l e describer,mcre fully. 

hese are -n end res :,ha- oecis.c, ,Taies e 
achieve. Such end resui:s generaiiv raKe -ne form of a hierarc.
 
results tnat go from broad ocals to the means by which.the goals will be

reached. Figure 1 presents ,ha -he hierarchy of outcomes might be ror the
 
local project planners inThailand.
 

Needed Skills
 

Taking into account the existing organizational structures and

allocation of func-ions, it isnecessary to determine the skills that can 
reasonably be carried out by t-he various participants inthe process c. 
-,'anninc and carrving out develoorn: ac-ivities. in general the skills 
will be whatever is4necessary :c-I 	 f lo ia ac"Ieve :*e cesired outcomes. h canhe acorecia-ior :.nd , -::- 
e a- loc*aa caue:..ve rela-icnshi.s. :he aooiic.

-1;anz u-n necea -v, Ba'
r-cf a n aw,,, -e i :,--^w ere -v -ne a -t.cy 
...J 7 : func.ions :na: mee: the ccnst:-zaits 2F cost. caler -ar -,E 

.r--::nance chara::ens:i:s. 



Detaa1d Spec 11ca tion of Skills 

For each type of participant, the specific skills required are
 
described in detail, carefully outlining the level and nature of skill
 
required, providing only those skills and levels of skills (appreciation,

understanding, ability to perform) that are absolutely essential to per
form at the specified level. The test of any proposed skill is whether 
it contributes to the performance. In actual practice one would start 
out with a larger number cif candidate skills and alternative levels of 
skill and prioritize each item as a basis for final 
choice of "learning
 
objectives" leaving out those that are marginal. It should be recognized

that most tasks:will require a mix of intellectual understanding,
:Litech nical- unde rs tandi ng- and-:sk i II s Tab i1i ty--to:: relIa te':to- peo ple-'o f ....... -.....
 

different disciplines and levels of authority.
 

Learnino Design
 

A learning design is a complete detailed step by step plan for

conducting training. Where the functions for which training is designed
 
are carried out in an organizational environment, the various organizations

and affected elements of organizations must participate in and coordinate
 
the learning design. This helps to provide the necessary inputs into
 
the design. But equally important, such participation and coordination
 
is absolutely essential to assure ownership and confidence in the training

process, content and coverage as well as creating conditions of trust.
 

Modern training as distinct from academic education is aimed at 
the whole person not merely his intellect. It involves changing attitudes
and behavior as well as creating understanding. It provides whatever 
skills are necessary to successfully perform the functions contemplated.
These can be psycho-motor, analytical, inter-personal, inter-oroanizational,
procedural, conceptual, logical and behavioral. .n general it starts from 
:he particioant's perce.tions, feelings and experience, and provides a 
set of experiences which expand his understanding and provides practice in

carrying out the functions in a sequence in which there is a hioh orobabili

-vofhis .-:ivinc success in the tasks undertal'en ir the tai.i; " " new concepts and techniques are used, there is practice on exercises and 
case studies, but then the participants apply what they have learned to 
real tasks that demand preciseiy the skills which they have to master. The 
final zest is how well they perform these real tasks. To the extent that 
these tasks are real, of obvious value to their organization, and 
conscientious effort achieves successful performance 
- the motivation is
 
very high.
 

Where performance of the function involves the manipulation of
 
complex data, such data is organized in a systematic form in a manual and

instruction and practice in using the manual is integral part of the
an 

training.
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It is commonly recognized that development requires an appropriate

set of attitudes and behavior as well as knowledge and skills. Changing

attitude and behavior is facilitated by an experiential, structure of learn
ing (rather than lecturing), respect for participants, promotion of inter
action among participants and between trainers and participants. Some
 
specific features of effective trainin'g are:
 

- Connection between training and goals 
that are meaningful to
 
the individual is established.
 

- Structuring the training in such a way as to harness the
............................
partici pants ' val ues-,-.,customs- atti-tudes- .and- moti vati on s................ 
and avoidance of any violation of cultural or social norms. 

- Sequencing of items to be learned to maximize learning based
 
on proven psychological principles.
 

-
 Frequent and a large number of opportunities for the partici
pant to apply what he is learning and rapid feedback on how
 
he is doing.
 

- Building in a high probability of the participant experiencing
 
a closely spaced series of "successes,"
 

- Assurance of opportunity to apply what is learned during and 

after the training.
 

Learning Plan Tested
 

After the learning plan is drawn up, representing a consensus of

the a-,Fected organizations, the learning plan is applied to a segment that

iS believed re.resentativ, of the total 
reaiuired effort. Any shor-comings

in results are carefully analyzed with a view to their correction.
 

,-"e-icr Learri-c Plan
 

A test should reveal both the strengths and weaknesses of the
 
,earnino plan and likely ways of strengthening future efforts. The analysis
of -he test forms the basis for a redesign of the learning pian. If the 
changes are very substantial, there may be need for another test before 
final acceptance of the learning plan.
 

Full Scale Implementation of Learning Plan
 

In testing the learning plan, one should try to make the conditions
 
as realistic as oossible. Yet inevitably the full scale implementation will

be different from the test. Therefore one 
must be alert to detect both

deficiencies and opportunities that manifest themselves and take appropriate
 
:orrective action.
 



The steps that have been outlined are fully applicable to the training
of local planning personnel in Thailand. While outsiders can help, these
 
steps have to be taken by the responsible Thai organizations. A general

model of linkages that incorporates the major elements of the training

environment and illustrates the tight linkages that effective training

requires is illustrated in Figure 2.
 

Figure 2- Strong Environmental Linkages to Training
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B. Proposed Pilot Effort For Accelerated Skill Development In Thailand
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n 


Samll scale irrigation has the potential for generating substantial
 
increases in income of the affected farmers. 
 The Income actually achieved
 
will depend on the degree to which inputs complementary to water are
 
provided for. 
Therefore the training should be structured to foster
 
greater integration of the various aspects of small-scale irrigation projects.

The Northeasz region is suggested as the pilot region because it has the
 
grea.esz need for such integration.
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The Regional Training and Consultina Unit
 

The entire training program for the Region should be under the
direction of a professional trainer, preferably with 
some project

experience and a capability of dealing with various Ministries and Governors

both on an administrative and professional basis. 
 Part of the regional
training and consulting unit will be a regional training and consulting

team that would actually carry out the training. The proposed organization

of the regional training and consulting unit will be described later after
 
the proposed activities are fully covered.
 

-The-regional training and~consulting team ould consist f f6 r
 persons with capabilities and practical experience in the following:
 

Training

Small Scale Irrigation Engineering
 
Agricultural Economics
 
Agronomy
 
Management or Public Administration
 
Financial Analysis
 

They would work full time as members of the team and expect to continue
 
on the assignment for a minimum of two years. 
 The team leader should
preferably be a trainer with qualifications in one of the other listed
specialties. The choice of regional 
team members should be coordinated by
the relevant national agencies 
so that there is a shared confidence in the
 
team as a whole.
 

The team and the Unit Chief would meet with a representative number
of Governors and oossibly their Chief Planners to outline the proposed

Drocrar, an seek suestions on how a training program can be conducted
 

-i , neip the Governor-. carry out -,-eir 
planring resPonsibiiizies.
 

After takina note of -he GovernorsE inputs, the team would study the
-,-Ese., :selcies and proc ,,,res used -,' ")and relvant colleges -ceheraoencies tlta- t..'ould ir.Oact C' Small scA'e irrigation projects. This.would certainly involve NESD9 Aricul.ure, Ministry of Interior and
possibiy Health or some otner ministries., They would then prepare a
projec: proposal document and a set of instructions that is acce%cable toall the tachnical agencies and is the official Changwat project proposal
document for minor irrigation projects.
 

In a short Workshop, relevant agencies could consider the proposed
document and at the 
same time come to an agreement on the learning objectives

of future project training.
 

After the team agreea on the learning objectives it would prepare a
training plan and training material. 
 The team would review existing

training material 
in Thailand (ALGA, Khon Kaen University Engineering

Department, NIDA and other sources in Thailand). 
 It would consider using
the manual preDared by the Khon Kaen University Engineering Department for 
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design of small 
scale water storage areas, training material made available

by the Development Project Management Center of the U.S. Department of

Agriculture and whatever other sources seemed promising. 
 Before training

starts there should be a 
manual that can be used in both training and as
 
a reference.
 

It is recommended that wherever possible training be conducted for
inter-disciplinary teams who enter training with a project assignment

and that the training be oriented toward the team being able to do their
 
assigned project with the training team serving as consultants.
 

Trainingof Provincial . ,. 

Teams and District Teams 

The Regional Training and Consulting Unit would perform the following:
 

- Arrange for the training of a provincial inter-disciplinary
 
team with the Governors of six provinces, combining the
 
training with the planning of a real 
small scale irrigation

project. The team to be trained would be an 
engineer, an
 
agriculturist or agricultural economist and 2 members of the
 
Governor's planning staff. 
These should be chosen with the
 
expectation that they will constitute a future provincial

training and consulting team.
 

- Arrange for the provincial team, with assistance from the
 
regional training and consulting team to train district
 
teams so that there is 
a trained team in each of the districts
 
of the six provinces, each team with an assigned project.
 

- Repeat :he same sequence for six other provinces.
 

- Repeat the 
same secuence for tne remainder of the orovinces of
 
the recion.
 

"taininc of Governors' Piannino S-at-


The Chief Planner and -he ASsistant Chief Planner of the Governors'

7:a;F.2l be part of the, provincial Training and Consulting Team. ri 'sz
 

they will receive training in how to prepare, evaluate and carry out a

project. Then with assistance they will participate in the training of
district teams. In both efforts they will be involved in putting together

real projects. After these two experiences the chief planner and the

assistant chief planner will be in 
a better position to learn how they can
coordinate the projects in their province, incorporate them into a province

plan and supervise their implementation on behalf of their Governor. 
This

would be the subject of a one week workshop for provincial planning staff.
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Possible Follow-up Activities After Evaluation of Pilot
 

The program in the Northeast Region is proposed as a pilot effort.
 
Whether a test effort is scheduled or not, it will be important to
 
evaluate the results and modify the program accordingly. As the program

becomes stabilized (large adjustments do not appear necessary), it would
 
be appropriate 
to set up similar regional training and consulting units
 
in the other regions. Once the training in the planning of small scale
 
irrigation projects is stabilized, the Regional Training and Consulting

Unit would turn its attention to providing training covering other types

of projects.
 

Establish a Monitorina System
 

The Regional Training and Consulting Unit will establish liaison with
 
the national agencies to receive systematic feedback on the projects

coming out of the provinces of the region. Such feedback will be of two
 
types, that of projects submitted and projects that have been implemented.

This feedback will be used by the Regional Training and Consulting Team
 
to modify training in the region.
 

Organization of the Regional Training
 
and Consulting Unit
 

The Regional Training and Consulting Unit must perform its work in
 
close liaison with a large number of organizations, both local and national.

Itwould appear that a natural unit for it to report to would be the exist
ing body that has been set up for coordinating local planning, namely the
 
Comittee on Prov'ncial DeveloDment Planning (CPDP). For housekeeping the
 
Unit could be attached to the NESDB recional office 
or some other regional
 

r." of the Regional Trainino and Consultina Unit would have 
-r regiona l-7 -"ing:- local piarne-s. He would have :,

assistants. One assistant would be in charge of liason, evaluation and the
production of training material. 
 The other assistant would be the team
 
leader of the 4 person reaionai trainina and consulting team.
 

While the training and consulting team will be evaluating their
 
training, the ultimate evaluation must come from the organizations that
 
have responsibility for projects such as the Governors, ARD, and the
 
technical ministries such as Agriculture, Health, and Education and NESDB
 
working through the CPDP. 
 The Director will look to his Assistant to
 
establish the necessary liaison with the relevant organizations, first
 
in setting up the training and then in getting evaluation of the projects

resulting from the training. The 
same assistant would be responsible for
 
turning out training material.
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Suacested Schedule For The 
Regional Training ana Consuting Unit 

A final schedule should be the responsibility of the Director of the
 
Regional Training and Consulting Unit. He in turn would formulate the
 
schedule in consultation with his staff. Therefore the schedule that this
 
report suggests is highly tentative especially in view of our unfamiliarity

with Thai administrative conditions.
 

Table 1 offers a tentative schedule of pre-Workshop Activity. Chart 2
 
gives the schedule for Workshops. It should be borne in mind that many of
 
the activities listed will overlap. The schedule given can be shortened
 
if the program is given priority by the various agencies concerned. 
Similarly, the schedule should be lengthened if the activities will not 
be given suitable priority. 
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TABLE 1 - SCHEDULE OF PRE-WORKSHOP ACTITVTY 

Weeks (Inclusive)
 

0 Decision to go ahead and provide institutional 
Base For The Unit 

1 - 4 Appointment of Director 

5 - 12 Appointment of Rest of Staff 

13- 20 Study present policies and procedures covering 
small scale irrigation projects 

18 - 30 Write and edit manual 

16 - 22 Draw up proposed project document and circulate 
to relevant organizations 

18 Meeting with Governors to discuss training 
program for local planners 

20 - 24 Preliminary coordination of proposed project
 
document by ARD, Agriculture, NESDB and
 
other relevant organizations
 

25 - 27 
 Workshop For Regional Training and Consuitinc Urit
 

12 - 26 Team formulates learning jective:
 

27 Worksho, For Agencies final coord -.-on cf
 
projec: document and earnirc
 

2E- - _0 'isiz:= 'Prov"icesant rn e:&inc :f ,orDsncS 

22 - 36 Prepare -raining plan and acnieve coordination
 

3C - 35 Reproduce the manual
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