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ABSTRACT

The purposes of this study were to investigate the lessons learned on
external and internal factors affecting the existence and dissolutions of 10
cooperatives in Hat Yai District, Songkhla Province, of which 7 were still in existence,
and 3 dissolved. In-depth interviews were conducted with key informants who were
chairpersons of the cooperative boards while secondary informants consisted of
officers, members and promotion officers of the cooperatives totaling 30 people.
Focus groups discussions, non-participatory observations, and related literatures were
the instruments used to collect data. The data were tested using triangulation.

The results of the study revealed the following. (1) Most of the rubber
fund cooperatives were still in operation because they followed the principles of
member participation; provision of knowledge on cooperatives to members through
training, and leaders or board members were knowledgeable and competent in
operating the cooperatives according to cooperative methods and principles. (2)
Rubber fund cooperatives dissolved because they had operating cost problems;
leaders or committee members lacked knowledge and ability in operating
cooperatives; conflict between committee and cooperative members; lack of
promotion and training for members to understand cooperatives and realize their
duties as members. (3) The rubber fund cooperatives in Hat Yai District had
guidelines for development of their cooperatives by developing the sheet rubber
making process that makes good quality sheet rubber to reduce production costs
and discard poor quality rubber, and provide good welfare tomembers in terms of
occupation, health, recreation, and promotion of knowledge and understanding of

cooperatives among members.
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AW 3 2995 PDCA
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fiun: Deming, W. Edward (1986)
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Lessons learned from the operations of Rubber Fund Cooperatives in Hat Yai District,
Songkhla Province

Asawatep Suphajaroenkool1

Utai Parinyasutinun2

Abstract

The purposes of this study were to investigate the operations of cooperatives
that led to their existence and dissolutions, and to explore guidelines for developing
rubber fund cooperatives in Hat Yai District, Songkhla Province consisting of seven
cooperatives in operation and three cooperatives that were out of operation by in -depth
interviews with Cooperative chairman Cooperative members and Cooperative Promotion
Officers of Songkhla Province by focus groups observation and non-participation. The
data were then analyzed and synthesized before a descriptive report was written.

The results of the study revealed the following. (1) Most of the rubber fund
cooperatives are still in because the follow the principles of member participation;
provision of knowledge on cooperatives to members through training; and leaders or the
board members are knowledgeable and competent in operating the cooperatives
according to cooperative methods and principles. Moreover, they stay up-to-date on the
situation of the cooperative operations. (2) Rubber fund cooperatives are out of
operation because they have cost problems lacked knowledge ability in operating and
they did not promote or provide understanding about cooperatives to members (3) The
rubber fund cooperatives have guidelines for development of their cooperatives by
developing the sheet rubber making process that makes good quality sheet rubber as
and give good welfare to the
member

So the cooperative is an important role in social development and lead to simple
in the way of work in organization for the Development of the Model for a Strong
Community.

Keywords: rubber fund cooperative, cooperative, leader, participation
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Introduction

Nowadays capitalism has occupied and played an important role in Thai society
while in the past it was closely related to a self-reliance economy in which people were
happy and caring for each other. Nevertheless, capitalism is a variable that makes
families, communities and the country expand their needs for consumption of goods
from other places from domestic sources and abroad. These products are probably
what the society cannot produce and must be ordered from abroad causing deficit for
the country. This can cause each family in society to struggle for survival, and as a
result cannot extend care and kindness to each other any longer due to the capitalistic
economy that requires people to compete with each other all the time. Subsequently,
passing down traditional Thai culture may become difficult because most people attach
so much importance to their living that they pay less attention to society as a whole. In
order to solve the problem, people gather to establish a cooperative with an important
administrative and management principles focusing on people participation. The
objectives of the cooperative are for members who live in the same community to
support and help each other and to reduce engagements in debts with loans from
unlicensed lenders. Loans from such lenders are high interest loans which can make
the poor poorer. Another objective of the cooperative is to be a capital source for
people in the community to borrow and invest in their occupation. Furthermore, the
cooperative is to provide a welfare system for development of members and the
community in social and economic aspects that helps them in learning to be self-reliant
at the same time as strengthening their community (Suchari Chaibun, 2009; Seri
Phongphit, Wichit Nanthasuwan and Chamnong Raekphinit, 2001).

For Thailand during 1992-1993, the rubber price decreased to only 12-13 Baht
per kilogram while the production costs of raw sheet rubber was 17 Baht. In order to
solve rubber prices, the Natural Rubber Policy Committee in its meeting No. 4/2536 on
22 June 1993 adopted a resolution to have the Office of the Rubber Replanting Aide
Fund build 300 air-dried sheet rubber factories. Later on 14 June 1994 the cabinet

adopted a resolution to have the Office of the Rubber Replanting Aide Fund build 400
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more air-dried sheet rubber factories with financial support from the government for
building rubber smokehouses and procurement of materials and equipment required for
the production process. Rubber farmers were required to register as juristic persons in
the form of limited rubber cooperatives. According to the Cooperative Act B.E. 2542
(A.D. 1999), there are seven types of cooperatives in Thailand, namely, Agricultural
Cooperative, Fishery Cooperative, Land Settlement Cooperative, Consumer
Cooperative, Service Cooperative, Thrift and Credit Cooperative, and Credit Union
Cooperative to solve economic, social, and cultural problems for members (Phinita
Chanchakho, 2011; Santi Liadpathom, 2004; Nukun Konyuenyong, 2011).

Rubber fund cooperatives are classified as agriculture cooperatives with
objectives to promote socio-economic benefits for members on a basis of self-help and
mutual assistance in accordance with cooperative principles. Therefore, the
researchers were interested in investigating the operations of the rubber fund
cooperatives in Hat Yai District, Songkhla Province, and the operations that caused the
dissolutions of some of the cooperatives. This was to obtain data about the operations
of the cooperatives and to create a body of knowledge that can be utilized as guidelines
for developing the cooperatives so that they can exist in a successful and sustainable

way.

Objectives
1. To investigate operations of the rubber fund cooperatives that maintain their
existence and those that had to be dissolved.

2. To explore guidelines for development of rubber fund cooperatives.

Scope of the study
Scope of the content
The study investigated the operations of the rubber fund cooperatives in
Hat Yai District, Songkhla Province that maintain their existence and those that led some
of them to dissolutions, and explored guidelines for development of these rubber fund

cooperatives. The researchers selected to investigate the cooperatives that are still in
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operation and those that are out of operation in order to obtain a body of knowledge
about operations that could affect their existence and those that caused some of them to
dissolve. It is hoped that the body of knowledge gained from the study would lead to

more development for the existing cooperatives.

Scope of the study area
The study area covered all the ten rubber fund cooperatives in Hat Yai
District, Songkhla Province classified into seven cooperatives in operation and three that

were out of operation.

Methods of the study

This qualitative study aimed to investigate the operations that led to the
existence of some and dissolutions of others of the ten rubber fund cooperatives in Hat
Yai District, Songkhla Province, and to explore guidelines for their development. The
data were collected from in-depth interviews, focus group discussions, participatory and
non-participatory observations, and from related documents. The key informants were
seven chairmen of the board of the existing seven rubber fund cooperatives, and 30
secondary informants comprised cooperative officers, cooperative members, and

Songkhla Provincial Cooperative Promotion officials.

Results of the study
The results of the study on the lessons learned from the operations of the rubber
fund cooperatives in Hat Yai District, Songkhla Province could be classified into the

following issues:

1. The existence and success of the rubber fund cooperatives
A cooperative is an economic organization in which every members takes part in
management and shares ownership based on democratic principles. Members

participate from its establishment by acting together to find ways for solving economic
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and social problems. They participate in its operations, services, and they share
benefits in the form of welfare.

Most of the rubber fund cooperatives in Hat Yai District, Songkhla Province can
still be in operation because they operate democratically with participation of members
by: (1) Participating in thinking and planning work of the cooperatives by atten ding the
yearly general meeting. They propose plans for their cooperatives in terms of
operations, expansion of business that meets the needs of members and that are
related with current socio-economic conditions. For example, they propose that the
cooperatives sell agricultural-related products and provides credits for members; they
propose how transactions should be conducted; and they propose that the cooperatives
pay cash for fresh latex that members sell to the cooperatives. (2) Participating in
following the plan by using the cooperative services such as selling fresh latex to the
cooperatives, buying agriculture-related products such as fertilizers and chemicals,
buying more shares so that the cooperatives have more circulating capital for
operations. (3) Participating in sharing benefits among members such as dividends
from the operation profit, and welfare provided from the cooperatives such as
occupational promotions, and community relations activities. (4) Participating in
checking and evaluating the cooperative operations by attending yearly general
meeting and other activities organized by the cooperatives, and providing suggestions
for problem solving and developing the cooperatives to strengthen them further.

In addition to operating democratically with members’ participation, most of the
existing cooperatives can remain in operation because of their leaders which is another
important factor that enables the cooperatives to continue their existence with success.
This is because leaders or board members of the cooperatives can help with their
encouragement and their brains in working together. It is very important that leaders of
the cooperatives must have knowledge and ability to understand cooperative principles
and ideology. They must manage according to cooperative principles and methods.
They must be up to date on financial and economic situations because they have to

analyze the rubber market prices and financial status regularly in order to check for the
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situations that can affect cooperative operations. Cooperative board members are
representatives elected by members at the yearly general meeting. The representatives
are elected based on their knowledge and ability in managing a cooperative, and their
commitment as well as their being up to date on the situation. They must have
knowledge and ability in technology used in the smoked sheet rubber production
process. To operate the cooperative successfully, the cooperative board members
must focus on providing members with knowledge about cooperative principles and
ideology so that they understand cooperative principles and ideology as well as their
own status, role and responsibilities as cooperative members. When members
understand these, they will love their organization of which they share ownership as said

by one informant as follows:

“...Cooperative leaders must be dedicated, attentive,
know their job, their subordinates, their responsibilities and
must have knowledge about cooperatives and others related
and necessary aspects of their work...”

(Interviewed, 2013)

“...We must choose persons who are attentive to the job
to work as board members and they must be honest...”

(Interviewed, 2014)

In operating cooperatives successfully, cooperative members and leaders are
important factors that affect the cooperatives’ existence and success because every
member shares the ownership of the cooperatives. When every member participates in
management and leaders or board members have knowledge and ability in being
representatives in managing the cooperatives, they will be able to effectively achieve the

goals and objectives of the cooperatives.
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2. Operations causing dissolutions of the cooperatives

From the study, it was found that the problems and obstacles affecting the
operations of the rubber fund cooperatives in Hat Yai District, Songkhla Province were
their operating costs, their leaders or board members that lacked knowledge in
operating cooperatives. Moreover, they did not promote members to have
understanding and knowledge about cooperative principles and methods, and to realize
their role and responsibilities as cooperative members.

The rubber fund cooperatives in Hat Yai District, Songkhla Province had to
dissolve due to their operating cost problems. Ban Khuan Khi Raet Rubber Fund
Cooperative, Ltd., Khuan Niang Phatthana Rubber Fund Cooperative, Ltd., and Ban
Phru To Rubber Fund Cooperative, Ltd. had to face with production costs and raw
material costs such as the cost of firewood used to smoke sheet rubber to increase the
quality, and chemicals costs used to accelerate rubber trees to produce more latex.
Additionally, employee wages also added to the high costs because the she et rubber
making process required many workers. Another main problem was related to the
cooperative leaders or board members that lacked knowledge, ability and skills in
cooperative operations. They lacked knowledge of management and rubber market
price analysis because they were elected or chosen based on their dedication, intention
to work, and having many relatives living in the community. However, they could not do
the management job because they lacked ability in terms of finance and economic
analysis. For example, they bought fresh latex at 80 Baht per kilogram while the rubber
price was at 70 Baht per kilogram due to economic fluctuations. As a result, the
cooperative lost because of the leaders’ lack of knowledge about the economic
situation.

Due to the above mentioned problems, the cooperatives had to dissolve
otherwise they would have lost continually. After the dissolutions of the cooperatives,
some of their ex-members gathered into groups to buy latex from group members and
other farmers then sell it to private companies. In this trading, they do not risk in the

operations but they can reduce the operating costs. However, this type of groups do
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not form a cooperative because group members see that registering the group as a
cooperative requires many steps and they do not want complications of cooperative

operations, as said by one informant:

“...A'smokehouse needs a lot of expenses in firewood,
acid, wages for workers, and transportation. And we don't
have knowledge in marketing. If today we bought latex at 80
Baht a kilo to make sheet rubber, two weeks later we could sell
the sheet rubber at only 70 Baht a kilo, then we would lose the
profit...”

(Interviewed, 2013)

“...We used to have a smokehouse but it involved many
steps from buying latex, making it into sheets, just too many
steps, too complicated. When the prices go up and down, it's
a risk selling it. So we stopped doing the smokehouse and
formed a group to buy fresh latex and fresh rubber scraps from
group members and sell them to the buying house. We don't
have any risk because we buy and sell on a day by day
basis...”

(Interviewed, 2013)

From the abovementioned issues, it can be concluded that the operations that
led to dissolutions of the rubber fund cooperatives were a lack of knowledge and
understanding of cooperative operations according to cooperative principles and
methods, and a lack of management skills, especially the skill related to operating costs.

As a result, the cooperatives faced losses and had to dissolve eventually.
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3. Guidelines for development of the rubber fund cooperatives in Hat Yai District,
Songkhla Province

Most of the rubber fund cooperatives in Hat Yai District, Songkhla Province that
are still in operation have guidelines for development of quality of smoked sheet rubber
by reducing the rate of cutting off bad parts of rubber sheets in order to reduce the
production costs that is a waste when in the production process. This happens when
raw sheet rubber has bad quality and has to be sold as rubber scraps with a price lower
than that of raw smoked sheets.

Besides, the cooperatives focuses on provision of welfare for members such as
occupational welfare by promoting the occupation by organizing training to give
knowledge about the production process, proper use of fertilizers, and selling
agriculture-related products to members at reasonable prices. The products included
fertilizers, agricultural tools and equipment, rice, etc. The profit from selling the products
is returned to members as dividends.

Regarding health, the cooperatives support sports activities in the community for
members and people in the communities to play sports to build and tighten the
relationships. In terms of education, most of the existing and successful cooperatives
have guidelines for developing their organizations by focusing on providing knowledge
for members so that they have understanding about cooperative principles and
ideology. They also focus on making members realize their role and responsibilities for
the cooperatives because they all share ownership of their cooperatives, and that they
gather themselves for mutual assistance. As a result, when they have such
understanding, they love and value highly their ownership of the cooperatives and
mutually conduct transactions with the cooperatives such as selling fresh latex to the

cooperatives and checking the cooperatives business affairs.

Conclusion and discussion

The problem of low rubber prices have seriously affected rubber farmers

prompting the government to provide assistance to the farmers by assigning the Office
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of the Rubber Replanting Aide Fund to help rubber farmers by building rubber
smokehouses and procuring necessary equipment necessary for the production
process for the smokehouses. However, the farmers had to register as juristic persons
in the form of limited rubber fund cooperatives.

Most of the rubber fund cooperatives in Hat Yai District, Songkhla Province that
are still in operation follow the principles of democratic participation of members in
the operations, and promote members to have knowledge and understanding about
cooperatives. These cooperatives have leaders who have knowledge and
understanding about cooperatives. This corresponds with a study by Rangsan
Pitipanya (2003) which found that the factors influenced development or success of
community business consisted of important human resources which are board members
who need to have good behavior, be honest, dedicated, competent, and well accepted
by community leaders and people in the community. In addition to human resources,
capitals are also important internal factors. Prawit Prakoppran (2004) found that the
factor that are closely related to business success in operations of rubber fund
cooperatives could be classified into three aspects. 1) Members’ socio-economic
characteristics including their conveniences in bringing raw materials to the cooperative,
knowledge, conduct in accordance with cooperative principles and ideology, and
honesty. 2) Board members’ characteristics included management competency,
honesty, leadership, and negotiating competency. 3) Characteristics of related
officials—They must have knowledge, ability, policy and tools for working, and ability in
coordinating cooperation between related agencies. Mahazril Aini Y, Hafizah H. A K
and Zuraini Y (2012) found from their study about factors affecting cooperative
operations in terms of strategic planning and member participation found members’
participation to be an important factor for strategic planning of the cooperative .

On the contrary, the rubber fund cooperatives in Hat Yai District, Songkhla
Province that are out of operation had to face with operating costs or capital problems,
and their leaders lacked management competencies. According to Manat Phloydee

(1997) whose study was on factors influencing success and failure of community
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business comparing the factors of the overall aspect with that of Kham Khuean Kaew
District, Yasothon Province states that the financial factor was the important factor that
affects community business causing problems for the business. The fact that
cooperative leaders lacked cooperative management knowledge was the problem and
this is in congruence with Boonmee Chantharawong (2000) whose study was about
cooperative development strategies in the agriculture sector found that even though
cooperatives have many good points, they also have weak points. Such weak points
are the management and employees who lack knowledge about cooperatives, and
transparency in operations, and members also lack knowledge about cooperatives.
Additionally, the cooperative lacks financial support from the government, and lacks
information and modern technology to follow news and information, too. This is in
accordance with Prawit Prakoppran (2004) who found that problems in cooperative
operations could be classified into two categories. 1) Problems in management due to a
lack of knowledge about cooperative management on the part of the board as most
board members do not have knowledge about cooperatives. There are conflicts in
business management as they use the kinship system in managing the cooperative, and
2) Problems in the production equipment and capitals involving a lack of equipment and

worn out machines, and a lack of working capitals to operate successfully.

Recommendations

From the study on the lessons learned from the operations of rubber fund
cooperatives in Hat Yai District, Songkhla Province, recommendations are as follows.

The rubber fund cooperatives had to dissolve because of the government policy
in promoting and providing assistance to rubber farmers by establishing rubber
smokehouses in communities but failed to meet the needs of the farmers. The reason
was that each community was different in its readiness and potential. Therefore, in
forming policy on community development, the needs and readiness of people in the

community should be taken into consideration.
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Organizations relating to overseeing cooperatives, especially the Department of
Cooperative Promotion and Songkhla Provincial cooperative officer should organize a
training program on cooperative management for cooperative leaders and officers. This
is because some of them are natural leaders highly respected by people in the
community but they lack skills and competencies in cooperative management. As a
result, the operations of the cooperatives managed by these leaders cannot achieve the

organizational goals.
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