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Executive Summary
Department of Agriculture,
Ministry of Agriculture & Cooperative

Patom Manirojana

This analysis of the Department of Agriculture (DOA) is part of a
larger research project on "The Management of Economic and Social
Development of Thailand” (EMT) conducted by the Thailand Development
Research Institute (TDRI). The EMT project was divided into three phases,
and embraced a number of public agencies. The major objective of the study
was to review, analyze, and assess the Thai public management system in an
effort to come up with some suggestions and recommendations for each agency
as well as to evolve an overall system at the macro level.

The results of the study are presented in terms of four major
variables: the bureaucratic environment, the management of the resources,
decision-making process, and the implementation process of the DOA. The

stbstance of the study can be summarized as follows:

Background and characteristics of the DOA

The DOA was the direct result of a major reorganization in the MOAC in
1372. The reorganization involved the rearrangement and transformation of
the former DOA and the Department of Rice into the current DOA and the
Department of Agricultural Extension (DAE). The pre-1972 activities of the
DOA included both research and development (R&D) and the extension of all
major crops other than rice. Currently, the mandate of the DOA includes
R&D on all crop production, farm management (and such related activities as
seed multiplication, technology transfer, providing services and
consultations), technical aspects of area development, and the enforcement
of five related Acts. DOA activities are closely related to those of the
DAE whose major activities involve the extension and transfer of R&D
results to farmers.

The entire DOA structure and system are part of the central
administrative system. In spite of the fact that numerous DOA agencies of

the are located in provinces throughout the Kingdom, none of them is under



the jurisdiction of the provincial administrative system. A distinguishing
characteristic of the structure of the DOA that reflects the technical
orientation of 1its mission is the role of the six DOA research institutes
in addition to 12 regular divisions (five administrative divisions and
seven technical divisions). The research institutes are the Rice Research
Institute, the Rubber Research Institute, the Field Crop Research
Institute, the Horticulture Research Institute, the Agriculture Research
Institute, and the Farm Management Research Institute. These Institutes
are composed of 100 agencies (25 research centers and 75 experimental
stations) located throughout the country. Fach research center and
experimental station is regularly charged with task to perform on a range
of specific and narrowly defined commodities or crops.

The DOA decision-making system can be separated into (1) normal
administrative functions; and (2) the R&D function. The decision-making
system in regular administrative operations companies periodic reporting
systems, agency databases, and forms and procedures for processing,
screening and reviewing work according to general standard bureaucratic
practices. Occasionally, the committee system (generally employed in other
bureaucratic agencies) is also utilized in the DOA. In comparison, the
decision-making system for technical matters, involves a network of multi-
level committees and sub-committees set up to formulate technical policies
and plans, to screen and approve projects, and to monitor and evaluate
ongoing projects. In particular, this system requires a special
information system that is comprehensive, up-to-date, and efficient. The
system is now being developed.

DOA resource management is divided into cperating agencies, personnel,
finance, material, and equipment. The coverage, responsiveness and utility
of service of DOA’s operating agencies -- because of their very large
number and widespread of location -- can be zonsidered somewhat limited due
to the very narrow and specific mission of each unit relative to the wide
diversificaticn of community demands. DOA agencies are generally staffed
with ample and qualified personnel more of whom are stationed at the
provincial units than at the central office. However, the proportion of
the budget allocated for R&D activities is quite low relative to general
standards. Further, provincial units are not adequately equipped with

modern and sophisticated equipment and facilities.



Findings

The major findings of the study are summarized and presented according
to the analytical framework and the group of variables mentioned earlier.
The strength and limitations of each issue is alsc identified.

1. The bureaucratic environment of the DOA, with particular regard to
its current mandate and structure has an apparent strength in its
departmental status. The legal departmental status of a bureaucratic
agency in the Thai administrative system is of a juristic person empowered
to enjoy a large degree of discretionary authority backed by ample
resources to carry out 1its functions. Some limitations of the DOA,

“however, can alsc be noted. An apparent limitation is the fact that R&D
management must rely on the common bureaucratic framework, a system with
procedures not conducive to nor compatible with an organization whose
objective is to perform a highly professional and technical mission.
Simply put, the DOA’s mission comes closer to that of a university rather
than that of a typical bureaucracy.

2. The duties and responsibilities of the DOA and the DAE are closely
reiated in terms of substance, process, and functional interdependence. In
this case, the independent and exclusive nature of the departmental status
of these two separate organizations tends to significantly prohibit their
close collahoration in the areas of policy, planning, activities, projects,
and operations. Existing coordination mechanisms were found to be
inadequate and, thus, far more effort to cooperate is greatly needed.

3. The research centers, under the jurisdiction of the research
Institutes and mostly located in the countryside, are technically organized
to pursue a narrowly and specifically determined goal to emphasize their
specialization. However, the needs and expectations of most rural
communities are naturally broad and numerous. The structure and role of
the research centers -- professionally determined to be narrow and specific
-- are too narrow and too specific to respond adequately to the needs and
problems of the surrounding community.

4. The highiight of DOA resource management is its human resources --
its strong pool of highly qualified scientists. Indeed DOA’s staff
development plan has partially been assisted by foreign sources, however,

the many constraints influent in bureaucratic hurdles tend to 1limit the
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provision of appropriate incentives or opportunities for career advancement
along for DOA scientists. Consequently, in the 1long run, it 1is very
difficult to retain them in the organization. Currently, under the
existing circumstances, incumbent executives attempt to promote and
motivate technical personnel by any possible means, sometimes at the
expense of non-technical personnel. For instance, the number of research
projects has been substantially enlarged in order to match central
personnel agency criteria for expanding the ceiling for opportunities for
advancement. This additional research quantity, howevef, has generated
some concern that resource utilization may be distorted in the sense that
many low priority projects may be launched and the top priority project
quality may be negatively affected. Further overall, the proportion of the
budget allocated for R&D activities is very small relative to general
standards.

5. The current decision-making system is distinctive in its strong
comprehensive network of multi-level committees —— the system set up to
screen, scrutinize, and control the quality of technical or professional
matters that cannot be processed and acted upon using regular, bureaucratic
channels. R&D activities of this scale generally require an adequate back-
up information system. So far, the DOA’s inadequate information system is
still considered a limitation; however DOA executives are well aware of
this problem and current attempts are being made to werk on the shortage of
personnel and equipmént needed for the informations system.

6. The implementation of the DOA’s mission is greatly strengthened
by the fact that the DOA has appointed many qualified scientists to station
the provincial agencies. This move will certainly help to upgrade the
capacity of those units. However, most provincial agency operations still
~face that limitations of their narrowly defined role, their inadequate

resources, and the lack of equipment.

Recommendations
on the basis of the findings summarized above, a number of suggestion

and recommendations are made, as follows:
1. With particular regard to the structural and procedural

requirements impeding professional and technical operations in the DOA’s

xii



bureaucratic environment, the DOA should attempt to emphasize the
uniqueness of its technical mission. First, the superior authorities
concerned should be provided with lucid explanations and convinced that the
nature, atmosphere, conditions and facilities required for successful
achievement of the unique DOA mission differ by far from those required by
a typical bureaucracy. For instance, in order to promote the scholarly
creative atmosphere common in most R&D institutions, -the DOA needs to be
structured so that it has some degree of autonomy and flexibility, much
Tike thét granted to such agencies as local authorities, universities, and
public enterprises. As for short-run considerations, one concrete feasible
strategy would be the formulation of a medium-term DOA human resource plan
specifying the personnel system, personnel composition, career development,
personnel redeployment and development plan shaped by the philosophy and
distinguished by the mission of the department. Further this system will
certainly provide a basis for future improvements of the kind of
performance evaluations approp-iate for R&D enterprises.

2. Attempts should be mide to devise appropriate channels,
mechanisms, and systems thal encourage closer collaboration between the DOA
and the DAE at all levels -- ranging from the policy, corporate planning,
program, project and operational levels. This coordination may be
accomplished through such measures as joint-projects in field operations,
and the occasional assignment or appointment of staff from these two
departments on either a joint or an exchange basis.

3. The role of the research centers, which has been traditionally
defined on a narrow specific’ commodity basis, should be more 1liberally
redefined to cover a wider scope and include more diverse responsibilities.
Thus, the farm management research projects that to date have been
undertaken exclusively on separate project sites (because of their broad,
interdisciplinary nature) should thus be 1incorporated into the regular
functions of the newly organized research centers. This proposed
reorganization scheme would tend to open up more opportunities for
personnel. circulation and 1interaction. Further, more diversified
responsibilities would certainly enable the centers to better respond to
the wide range of local needs.

4. Assuming the acceptability of the reorganization scheme proposed
above, its is likely that the resource management and the decision-making
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systems would become much more appropriate and would thus contribute to the
more effective operation of DOA’s technical mission. Several aspects of
the personnel system and a number practices such as remuneration, personnel
evaluation, and merit ratings, for instance, should also be upgraded to
better function in the newly revised structure.

5. The development of the management information system (MIS) should
be accelerated by conducting a comprehensive feasibility study on which to
base and the design of the entire system. The scope of the study should be
‘wide. The range of survey and the analysis should include the existing
and suggested information structures, substance and procedure, technical
analysis (on both hardware and software elements), personnel and training
requirements, action plans, and an overall financial analysis. This should
detail the entire system ~- from establishment to operations and
maintenance. '

6. The policy-making system and policy making - process should be
strengthened. Detailed, thorough policy on R&D activities should be
established in order to streamline the entire enterprise to ensure that
high-priority projects are responsive to farmers’ needs, problems, and
demands.

7. The research centers (which are mostly located in the provinces
and which are already staffed with sufficient and qualified technical
personnel) should be upgraded more efficient, effective, and responsible.
For instance, they should be equipped with enough modern and capable
facilities to either perform research, and/or services, and/or tests.
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