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ASIAN CONFERENCE ON COOPERATIVE MANAGEMENT 

December l-6i 1975 
Philippine Village Hotel, Manila, Philippines 

National Anthem 

OPENING CEREMONIES 
December 1, 1975 

9:00 - 10:00 

Welcome Atty. B. FAUSTINO 
ICA Council Member 

from the Philippines 

Remarks Mr. P. E. WEERAMAN 
ICA Regional Director 

for Southeast Asia 

Introduction of Guest Speaker Hon. ORLANDO J, SACAY 
Undersecretary, Dept. of Local Government 

and Community Development 

Inaugural Address Hon. BLAS F. OPLE 
President, International Labour 

Organization( ILO) 
Secretary of Labor 

Vote of Thanks Mr. J. M. RANA 
Director (Education) 
ICA Regional Office and Education 

Centre for Southeast Asia 
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Excerpts of the welcoae resicrks by Atty. BienvGniclo P. Paustinoj ICA 
Coimcil Member from tho PhilippliiGs, 

In many parts of the world todayj and especially in the Southeast 

Asian region represented today in this Asian Conference on Cooperative 

Managenent where fourteen co^mtries, from Australia on one end to Iran 

on the other, are participatingj there is taking place a very welcoiae 

uphectvalj so to speak, in the attitudes and outlooks of people, in 

national directions, in long-rsjige deyelopniental planning, in overall 

social orientation, the one single outstanding feature of which is the 

parai:io-ant Iniportance placed on social growth as a cornerstone of develop-

Lient, and whiich I can best describe, for want of a better tern, as 

cooperative ferment. 

Aware as the peoiole in this region are the econoiaic and social 

iLibalances prevalent in iiioxLy Lvreas, cooperatives in these places are nov/ 

being regarded and looked upon as aa-jor factors in national development 

strategies. The potential of cooperatives to bring about equalization 

measures - urgently needed, in varying degress, in all developing 

economies, is now recognized sn.d ackno?/ledged. Along with this realization 

has come the feeling that if cooperation must prevail as a system, it 

must work as efficiently as any other system along which, ii-is meant to 

co-exist. Prom this has come the feeling that as avidly as one studies 

cooperative ideology, parallel, studies must be done aimed at not only 

preserving but also safeguarding the system through efficient business 

management of its affairs. This, I feel, is the reason the movements 

in our respectiTe countries felt that an. Asian Conference such as the 

one being opened today v̂ras needed, This is also the reason why the 

keynote address which fO11OY/S after the opening ceremonies has for its 

central theme the role of management in the modem world, 

Yfe in the Pliilippines are very glad, and certainly feel very 

honored, to be the local hosts of this conference. We have selfish 

reasons,to be very glad because it Eieans, for one, that we shall have 

within the next four days the benefit of the varied and v/ide-ranging 

expertise, ktiow-how and experience accuiLulated in this hall today. There 

is no speedier, more effective learning process than interpersonal 
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Excerpts of the welcome remcxks by Atty« Bienvoniclo P, Paustinoj ICA 
Coimcil Member froEi the PhilipplnGS, 

In many parts of the \7orld todayj sjid especially in the Southeast 

Asian region represented todoy in this Asian Conference on Cooperative 

Manageuent where fourteen comatries, froa Australia on one end to Iran 

on the other, are participatingj ther-e is taking place a very welcome 

uphe£ivalj so to speaJcj in the attitudes and outlooks of peoplej in 

national directionsj in long-rsjige developmental planning, in overall 

social orientation, the one single outstanding feature of which is the 

paramount importance placed on social growth as a cornerstone of develop­

ment , and which I can best describe, for v?ant of a better tern, as 

cooperative ferment. 

Aware as the people in this region are the economic and social 

imbalances prevalent in mony areas^ cooperatives in these places are now 

being regarded and looked upon as major factors in national development 

strategies. The potential of cooperatives to bring about equalization 

mee.sures - i-irgently needed, in varying degress, in all developing 

economes, is now recognized and acknov/ledged. Along with this realization 

has come the feeling that if cooperation must prevail as a system, it 

must work as efficiently as any other system along which ii-is meant to 

co-ezist. Prom this has come the feeling that as avidly as one studies 

cooperative ideology, parallel- studies must be done aimed at not only 

preserving but also safeguarding the system through efficient business 

management of its affairs. This, I feel, is the reason the movements 

in our respective countries felt that an Asian Conference such as the 

one being opened today was needed. This is also the reason why the 

keynote address which follo?/s after the opening ceremonies lias for its 

central theme the role of management in the modem world. 

We in the Pliilippines are very glad, and certainly feel very 

honored, to be the local hosts of this conference. We have selfish 

reasons,to be very glad because it meanss for one, that we shall have 

within the next four days the benefit of the varied and vade-ranging 

expertise, fcnov/-how and experience accumulated in this hall today. There 

is no speedier, more effective learning process than interpersonal 
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contact and directj persons to person exchange of views and outlooks. 

Especially in the man.agenent fieldj there is nothing more effective than 

shared experienceSj which after all is the very essence and purpose of 

any conference of this nature, 

Por another, it means for us the valuable opportunity to shov/ you., 

especially those who are coraing here for the first tiiue, what our country 

looks like, and its people, and our ways of life and in the cooperative 

field, to share with you whatever modest advances we have in our ovm very 

limited way achieved, in the hope that this may be relevant and of some 

help to your own respective movements. We don't know whether it will, 

but in the sarae manner that ?/e keenly looking forward towards learning 

from you, Y-ie are, in a reciproctil manner as keen to offer Tirhat v/e can. 

And this goes not only for cooperative interchange. We shall try 

to make your stay here as pleasant and as comfortable as possible. 

Unfortunately, the timetables of this conference have been so telescoped 

that \¥ithin the very short spsiii of four days six major management 

subjects have been crammed into the working schedules, starting from 

8:00 o'clock in the morning and last up to 6 o'clock in the evening, and 

at least in the case of the third day, ending as late as 900 in the 

evening as you will soon see if you take a look at the printed programme 

of activities distributed to you earlier today. 

This is perhaps a strange v/ay of saying welcome to you in the same 

breath aaying that in the next four days, you, we, shall be working very 

hard. We trust, however, that we Tvill be able to maJie up for this in some 

other v/ay, in a nwaber of other ways in the true spirit of cooperation. 

# # # 

/rsg 



Excerpts of the introductory remarks by Dr. Orlando J, Sacay, Undersecretary 
for Gooperativesj DLGGDj in presenting Sec. Bias Ople of the Department of 
LaborJ principal guest at the opening ceremony, Asian Conference on Coop­
erative Managementj Philippine Village Hotel, December 1, 1975. 

Distinguished guest speaker, Mr. ffeeraman and Mr, Eana of the ICA, 

Mr. Kularajah of Malaysia, Mr. I'austino, my friends and colleagues in the 

cooperative movements in this part of the world, experts, resource 

persons, and cooperative" enthusiasts who have come here from different 

movements as far away as the other countries of Asia, the Middle East, 

and the West, friends, ladies and gentlemen, 

I am deeply honored to be able to perfona the very pleasant task of 

introducing to you today our inaugural speaker for this occasion which 

marks the opening of the Asian Conference on Cooperative Management, 

Before doing so, however, I would like to say a few words of welcome to 

all of you and especially to those of you who have travelled fo.r and wide, 

taking time out of your very busy schedules, to be able to visit our 

country, and participate in this conference which is a historic first for 

us, I wish all of you a pleasant stay, and I sincerely hope your stay 

v;ith us v/ill be both enjoyable and fruitful. 

The man who will inaugurate this Conference today is, and has been 

over the past several years, figuratively and literally the alter ego of 

the President of the Republic of the Philippines, That is perhaps the 

easiest and most accurate way of introducing M m to you. 

Starting from a career v/hich sa?/ him first as a practising 

journalist, political vYriter and analyst in various Philippine media in 

the early 1950* s, and at ̂ crse later stage a practitioner in public 

relations, his stint in the government service has ranged from technical 

assistant on labor and agrarian affairs to the late President Magsaysay 

in 1953, then Assistant to the President and Commissioner of the Social 

Security System in 1966 - 1967? and after\'mrds Secretary of Labor, a 

pivotal position in the overall governiient program which he occupies up 

to the present tine, alongside various other key positions he holds in 

government. 

It was in this latter capacity that he represented the Philippine 

government in the 60th Session of the International Labour Conference 

held in G-eneva, and garnering honors for Ixis country as usual, was elected 

to the very prestigious position of President of the ILO, an agency of 
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the United Nations that has gone very strong over the past several years 

for the proiiiotion and enoourageaent of cooperatives, especially in 

developing countries^ 

Cooperatives are iaa.de up of peoplej concerned about people, exist 

for people, are run and adainistered by and for the people who raaice up 

its menbersliip. Social in orientation and egalitarian in purpose and 
I 

ob;3eotive, cooperatives by far have been imovna to be the only economic 

institution with meaningful social content, 

To all of you T/ho, I Imov/, are believei^s and practitioners of 

cooperation, the best v/ay in v/hich I can perhaps introduce cur inaugural 

speakers is that HE IS 01® OP US. 

ladies and G-entlemen, Secretary of labor ELAS P, OPIE, President 

of the 110. 

# 

/rsg 
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KEYNOTE ADDRESS AT THE OEEimW CEEEMOITIES OF THE ASIAN COHPEEENCE ON 
GOOPEPLATIVE JaNAGEMENT, PHILIPPINE VILLAGE HOTEL, DECEI/BEE 1, 1975, 
9:00 A.M. by SEC. BLAS E. OPLB, SECEETAEY OE LABOR. 

The PMlipplnes is deeply honored to be chosen as the host country 

for the Asian Cooperative Conference and later on, the meeting of the 

International Cooperative Alliance, I know I spealc for the entire 

Eilipino people in extending to you all a wan:i and fraternal welcome. 

Of course, every developing country in Asia is a cooperative frontier, 

but the cooperative movement in this country has indeed become a. most 

exciting new frontier which is increasingly involving lixlllions of people 

in the process of social and econoaio development. 

One of the most notable events of the past three years since 

President Ferdinand E, Marcos inaugurated a New Society is that 

ooopierativism has risen from a minor to a major key, from a token level 

to a mass movement. Perhaps no national leader since the late Jawahardal 

Nehru of India has identified himself more closely with the cooperative 

movement than the incumbent President of the Philippines, 

The Government's Agrarian Reform program has broken up the big 

landed estates in rice and com, thus breaking the backbone of centuries-

old feudalism in the coimtryside.PEegid^ntJi^ Î ree-27-'*rtoBf-era-'Qbdiiiit 

one million hectares of rice and com land to the tillers through a 

system of amortizing ownership financed by the Land Bank of the 

Philippines, In the wake of these structural changes, it has become •'. 

necessary to supplant the power and facilities of the landlords, with 

the power and facilities of the people. The answer to tliis is a nation­

wide cooperative movement, which today is grovring healthy roots in many 

of the villages all over the country •— a tribute also to the unwavering 

devotion of cooperativism's foremost exponents in the Philippines such 

as Secretary Jose ̂ ono and Undersecretary Orlando J, Sacay of the 

Department of Local Governments and Community DevelopEient, 

Moreover, by organizing on both village, district and national 

levels, the cooperative movement has become a major social and political 

force capable of exerting pressure on policy choices and directions. 
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Sec, Bias I', Ople 

I have no doubt in Eiy nind that as the cooperatives flourish in 

the rural areas^ the urhan-based workers will be inspired to folloAf/, 

Todajj more ajrid nore trade unions in the cities and to\¥ns are foiiaing 

their ovm oooperatives and the inminent organization of a unified 

national labor center on December 14 will, I feel surcj provide a strong 

impetus to the cooperative movement in the urban sector. 

In recognition of this trend, the President of the Philippines has 

directed the Department of Labor^ in conjunction v/ith the Social Security 

System and the G-oveim'ient Service Insurance Systenij to lay the basis 

for the formation of a Workers Bank which v/ill specialize in financial 

assistance to cooperatives, 

Ihe PhilippineSj of course, is no exception to developing countries 

which today are groping for inaovative and effective forms of mobilizing 

the population for development objectives. The trade unions of course 

constitute a major outlet for popular participation in business and 

industryo The barangays ~- the nai:ie v/e give to the organizations of 

the people in every village and in every city block — constitute 

a new and dynaaic organ of popular participation in public affairs. 

But it seems to me by far the most promising channels for popular 

mobilization in the interest of accelerated economic and social develop­

ment is the coopera,tive movementj v/hich is capable of releasing â nd 

directing vast energies of millions of farEiers, vvorkers and consumers 

in the entire society, 

Sever before has the cooperâ tive movement achieved such a 

pervasive impact on Philippine'societyj but especially in the countryside, 

Howeverj — and I think the architects of the cooperative program, 

notable Undersecretary Orlando Sacay o.gree with this — the outcome of 

this great expcriiaent with economic and social cooperation remains in 

doubt. The path of cooperativism in the PMlippines, as it must be in 

other developing oountriesj is littered v/ith endless frustrations that 

alwa,ys started as noble intentions, We therefore feel we must temper 

optimism with cautious realism, even a good close of skepticism. 
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still I think we have emerged stronger in the cooperative field 

because we decided to use our nistakes to instruct us, no less than the 

successes, I think we nov? realize that a national cooperative movement 

v/ill succeed vi?here the following conditions are present (in the context 

of an Asian developing country): 

Pirstj a land tenure system such as tenancy which penalizes 

initiative and rewards idleness and parasitism is incompatible with the 

cooperative movement 5 only free famers owning or managing their own 

lands will have the motivation to join and lead cooperatives. 

Secondj the cooperative movement must be able to realize economies 

of scale through district; regional and nationwide organization with 

access to both financing sjid policy inputs, 

Thirdj a sustained year-round educational campaign not only at 

leadersMp levelsj but also at village levels, is necessary to sustain 

the climate of high motivation, 

Pourth, the G-overnnent must indeed build the cooperative priority 

into its economic and socia,l development plans and allocate to it the 

highest possible priority, 

Fifth, the cooperatives must be seen not in isolation but as 

major strategy for rural mobilization and national development, 

Sixthj the cooperatives must be able to draw upon adequate 

resources for continuing management development, 

I think that on this occasion, the representatives of the cooperative 

movement in Asia are more Immediately concerned with the last and by no 

means the least factor, Clertainlyj cooperatives, as econonio enterprises, 

must be clearly understood to be bound by the test of economic perfomance 

as well as by the test of service to its members. And economic perform­

ance requires, as its minimum condition, good management. 
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I thinlc one reason cooperatives fail is because of the xns.bility 

and the unwillingness of its neabers to Lieet the test of economic 

perfoimance. The veiy nobility and unselfishness of its conception 

Eiakes the cooperative peculiarly vulnerable to economic conplacenoy, 

]?or this reason it is all the nore necessary to expose cooperative 

leadership and cooperative nanagenent to the principles of sound organi- . 

zation and the tools of nodem nanagenent involA'̂ ing production, finance 

marketing and other diraensions of economic performance. 

If the cooperatives are unwilling to be judged by the profit test -

the realization of investible surpluses thê t v/ill sustain continiiing 

growth •— then sone other performance test must be instituted in its 

place which will achieve the same disciplinary effect. There is no 

escaping, nevertheless;, the fact that a cooperative will be directly 

commensurate to the quality and skill of its management as well as the 

loyal support of its members. 

Indeed, developing n?>,tions increa,sing realize the fact that the 

degree of economic and social grov/th attained is perhaps a fimction of 

the quality tand quantity of management actually delivered to the coiontry. 

This is true v/hether we speak of the administrative effectiveness of 

the G-overnnent or of the public institutions such as universities, 

hospitals and research centers, or of the business and industrial v/orld. 

Management is the key by D.eans of which potentials in human and natural 

resources are converted into genuine assets for development. 

The achievement of liigh quality management in the cooperative 

movement v/ill guarantee its performance not only as an economic but also 

as a social democratizing force. In thus meeting here to discuss the 

relevance of the latest management ,. principles and techniques to the 

cooperative movement, you are engaged in fact in a most important under­

taking which can elevate the whole climate of management development 

for cooperatives in Asia, 
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Every country in the region, I aii sure, can contribute 

valuable perceptions and insights based on its ovm experience which • 

can significantly enrich your collective understanding of the subject 

and the challenges it poses, I have no doubt that your conference 

conclusions will be a significant contribution to the continuing 

advance of the cooperative novenient in all of our countries. I wish 

you a most pleasant and productive conference. 
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Program 

Monday, 1st December 

9:00 — 10:00 Opening Ceremonies 
10:00 — 10:30 (break) 
10:30 — 11:30 Keynote Address by Mr. N. A. KULARAJAH, Chairman, 

ICA Council for Southeast Asia 
"Cooperative Management in tlie Modern World" 

-^11:30 — 1:30 (lunch break) 
J 

Marketing Management 

1:30 — 2:15 Lecture: Dr. FABIAN A. TIONGSON 
lADA. U.P. at Los Bancs 
College, Laguna, Philippines 

2:15 — 2:45 Lecture: Mr. L.M. V. DE SILVA 
Chairman, Sri Lanka Cooperative Marketing 
Federation, Coop Square, 127, Grandpass Road, 
Colombo 14, Sri Lanka 

2:45 — 3:30 Discussions 
3:30 — 4:00 (break) 
4:00 — 6:00 Discussions continued 

Tuesday, 2nd December 

Financial Management 

8:00 — 8:45 Lecture: Dr. C. D. DATEY 
Executive Director, Agricultural Credit Dept., 
Reserve Bank of India, Bombay 

8:45— 9:15 Lecture: Atty. FLORENCIO B. ORENDAIN 
President, Philippine Shares Corporation 
BF Condominiums, Aduana, Manila, Philippines 

9:15 — 10:00 Discussions 
10:30 — n-M (break) 
11:00 — 12:30 Discussions continued 
12:30 — 2:00 (lunch break) 

Personnel Management 

2:00 — 2:45 Lecture: Dr. M. K. SHAH 
FAO Project Manager/Dairy Development 
Adviser, Bangladesh 

2:45 — 3:15 Lecture: Atty. GREGORIO S. IMPERIAL, JR. 
Vice-President, Industrial Relations, USIPHIL, INC. 
Buendia Avenue, Makati, Rizal, Philippines 

3:15 _ 4:00 Discussions 
4: CO — 4:30 (break) 
4:30 — 6:00 Discussions continued 

) 



Activities ^^ 

Wednesday, 3rd December 

Communications and Communication Procedures 

8:00 — 8:45 Lecture: Mr. GOTTE LEVIN 
ILO Expert, NCCF 
New Delhi, India 

8:45 — 0:15 Lecture: Mr. N. VEERIAH 
Director, MClS, Kuala Lumpur 
Malaysia 

9:15 — 10:30 Discussions 
10:30 — 11:00 (break) 
11:00 — 12:30 Discussions continued 
12:30 — 1:30 (lunch brealc) 

Public Relations 

1:30 — 2:15 Lecture: Mr. M. REX WINGARD 
Representative in India 
Cooperative League of the USA (CLUSA) 

Why Cooperative Education 

2:15 — 3:00 Lecture: Mr. J. M. RANA 
Director (Education), ICA RO & EC 
Naw Delhi, India 

3:00 — 4:00 Group discussions 
4:00— 4:30 (brealc) 
4:30 — 6:00 Group discussions continued 
6:00 — 7:30 (dinner brealc) 
7:35 — 9:30 Group discussions continued and drafting 

of recommendations 

Thurday, 4th December 

9:30 — 11:30 Plsnary session tor consideration of group reports 
11:30 — 11:45 (break) 
11:45 _ 12:30 Plenary session continued 
12:30 — 2:00 (lunch break) 
2:00 — 5:C0 Final plenary session 

Friday, 5th December — Study Visits 

Saturday, 6th December — Study Visits 



Participating Countries: 

AUSTRALIA 

BANGLADESH 

INDIA 

INDONESIA 

IRAN 

JAPAN 

KOREA 

MALAYSIA 

NEPAL 

PAKISTAN 

PHILIPPINES 

SINGAPORE 

SRI LANKA 

THAILAND 

Sponsored by: 

ICA Regional Office and Education Centre for Southeast Asia 

Advisory Board, Management & Training Assistance Program 
(MTAP) 

Philippine ICA Member Organizations — CCE, FCWS, 
GRAMACOP 
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ASIM COIV'PEHEIICE OH COOPEMTIVE MMGEIvIENT 
PHILIPPINE VILLAGE HOTEL, DECEMBER 1 - 6 , 1965 

Jai^IIA, PHILIPPI13ES 

I , LIST OP PARTIGIPMT^ 

AUSTRALIA 1 , Mr. IrvYxn Hunter 
D i y i s i o n a l Manager, L ives tock 
Westralian Earners Cooperative, Ltd, 
569, Wellington St*, Perth 
Western Austra l ia 

IHDIA 2. Mr. J, B. L. Khachi 
Member, Governing Council 
Hatioii3.1 Cooperative Union of India 
5, Hotel Metropolo, The Mall Sirala 

3. Dr. M. S. Patel 
Managing Director 
National Coop, Consuriers' Federation 
25J Ring Road, Lajpat Nagar-IV 
Hew Delhi~24 

4. Mr, R. S. Misra 
Director 
U.P, Cooperative Federation 
6, Capper Road, Luckndw (U.P.) 

5. Mr, Rajo Singh 
Director 
Bihar State Coop. Mai'keting Union 
Y/est Lavm, Patna-1 

6. Mr, B, M» Deshaulth 
Vice-GJiairraan 
Maharashtra State Cooperative Bank 
9 J Bakehouse Lane 
Eoii;, Bonibay-l 

7. Mr, R, G Tiwari 
President 
National Cooperative Union of India 
Suryaciukhi Building 
Sri Aurobindo Marg, New Delhi 

a. Ivir, M, V, Bavadekar 
-Maharashtra State Cooperative Bank 
9} Bakehouse Lane 
Port, Bombay-1 



13 

- 2 -

INDONESIA 9. Mr. M. Tamizi 
Trade Manager 
National Federation of Navy Coops 
e/o Dewaai Koperasi Indonesia 
Ja.karta 

10, Mr, Eddiv/an 
Vice President 
Dewan Koperasi Indonesia 
Kouplex Pusdikkop 
Jalan Jenderal Gatot Subroto 
Jakarta 

11, Mr, Djoko Basuki 
Vice Iresident 
Dewan Koperasi Indonesia 
Konplex Pusdikkop 
Jalan Jenderal Gatot Subroto. 
Jakarta 

KOREA 

MAIAYSIA 

12, Mr, Ju In Song 
Vice President 
National Agricultural Coop, i'ederation 
75J 1-Ka Ctioongjung-Eo 
Sudaeaoon~Kuy Seoul 

13, Mr. Oh Yun 
Mana.ger 
Jeonbook Provincial Office 
88 Kyungv/un-dong 
Chongro-lcuj Seoul-110 

14, Mr, Kin In Sun 
DYj Managerj Eoreign loan Departnent 
Central Federation of Fisheries Coops 
88J Kyungwun-dong 
Chongro-Kuj Seoul-110 

15 • Mr, Hasbullah Bin Haji Ahned 
P.O. Box 768 
No, 1 Jalan Sulainan 
Kuala LurapuTy West Malaysia 

16, Mr, Manser Ghafur 
Assistant Manager 
University of Malaysia Coop, Bookshop, Ltd, 
P, 0, Box 1127 J Jalan Pantai Baru 
Kuala luupur 

17« Mr, Mohd, Mazian Bin Idris 
General Manager 
Syarikat Kerjasana Polls Diraja 

Malaysia-Berhad 
P.O. Box 768J No, 1, Jalan Sulainan 
Kua.1fl TnmmiT' 
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18, Mr. I snail Din 
General Manager 
Cooperative Bank Malaysia-Berhad 
140 Jalcja Ipoh, Kuala Luapur 

19. Mr. E . Jacob 
Ipoh G-ovemiient S e r v a n t s ' Coopera t ive-

T h r i f t and Loan Soc ie ty 
Ipoh5 Kuala luLiipur 

20, Mr, A, Yythil ingaci 
H.E.B, Cooperat ive T h r i f t & Loan Soc ie ty 
Kuala LuEipur 

2 1 , Mr, V, Vijendrao. 
l I .E.B. Cooperat ive T h r i f t & Loan Soc ie ty 
Kuala Liarapur 

22, Mr. Ea j i B. H j i , A l i 
Selangor Gov ' t , Se rvan t s ' Cooperative 
T h r i f t and loan Soc ie ty 
Kuala LiJEipur 

2 3 . Mr. Cho Mun Ki t 
Selangor G o v ' t , S e r v a n t s ' Cooperat ive 
T h r i f t and Loan Soc i e ty 
Kuala Lixipur 

24. Mr, Abh, Hai B. Abdul Hadi 
Railway Cooperat ive T h r i f t and Loan 

Soc ie ty L t d , 
Kuala Luapur 

2 5 . Mr. S, Thiag^ra jah 
Railway Goopo Thrift and Loan Societyj Ltd, 
Kuala Lucipur 

26. Mr, Poo Hon Ngoon 
Railway Coop, Thrift and Loan Societyj Ltd, 
Kuala Lucipur 

27, Mr, Mohd, Sahari B, Wass 
Railway Coop, Multi Purpose Society 
MelayUy Jalan Hishanuddin; Kuala Lucipijr 

28, Mr, Mohd, Yusoff B, Mat Esa 
RailwBiy Coop, Multi Purpose Society 
Melayuj Jalan Hishanuddin, Kuala Luapur 

29. Mr. Chan Kin Beng 
Railway Coop, Multi Purpose Society 
Melayuj Jalan Hishanuddin, Kuala Lunpur 
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30, Mr. Lin Say Hock 
Railway Coop. Mul t i Purpose S o c i e t y 
Melayu, J a l a n Hishaauddiiij Kuala Luapur 

3 1 . Mr. H. Ganapathy 
Minlaboux Coopo Thrift and. Loan Society 
51 M , 14-/26J P. Jaya, Selangorj Malaysia 

32 Mr, 0, Thanapalasingani 
Midlands Coop. Union Ltd, 
No, 11 Road 12/10, P.J. Malaysia 

33, Mr, David Ehoo ThiaQ Seng 
Midlaads Coop, Union Ltd, 
105 Jalari Ayer/Pavvas, Setapak 
Kuala Lurapur, Malaysia 

34, Mr. Abdul Kadir B. Md, loor 
P.enang Port GoiiEaission Coop, Society 
333 H Sg, Glugorj Penang, Malaysia 

35, Mr. Abdullah B. Hj. Mohd, 
Chief Clerk, Penang Port Commission Society 
33 J Minden Hts, (l), G-lugor 
Penang, Malaysia 

36, Mr. Boey Foong Phin 
Penang Port CoEiriission Coop, Society 
5 Minden Hts. (2), SG, Glugor 
Penang, Malaysia 

37, Mr, N, LoganathaQ 
Penang Port Conmission Coop, Society 
Penang, Malaysia 

38, Mr, Ho Wah Chiew 
Penang Toaohers' Coop, Society, Ltd. 
3, I'ree School Road, Penang, Malaysia 

39, Mr, S, Eaxiasaay 
Penang Teachers' Coop. Society, Ltd, 
4525 Jalan Raja Uda, Butterworth 
Penaag, Malaysia 

40, Mr. Pong Ah %oh H M 
lI.E.B, Coop, Thrift and Loan Society 
10, Road 14/49 Petaling Jaya, Malaysia 

41, Mr, Abdul Aziz B. Abh. Rani 
M.C.I.S. Liuited 
Malaysia 
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42. Mr. K. Rabindranath 
Asst» Manager, Malaysian Cooperative 

Printing Press 
73, Jalan SS 2/4 A. P, Jaya 
Peninsular, Malaysia 

4 3 . Mr. Lee Ah Leng 
Johore Cooperative Union Ltd , 

44. Mr, K, Paranes Varsn 
Railv/ay Coop, T h r i f t and Loan Soc ie ty 
Kuala LuQXDur 

45 • f̂c» J a l a l l u d i n H j . Kassixi 
SY K/Sacia J/C P o l i s D i r a j a 

4 5 . Mr, P , Dura i r a ju 
Socfin Enployees Coop. Thrift - • : 

and Loan Society 
Socfin Co., Bid,, .0, Box 330 
Kuala Luiipur, Malaysia 

47. Mr. Hui Weng Chee 
M.C.I.S. Limited 
No, 5, Jalan Kepah, Kuala Lunpur 
17-08, Malaysia 

48, Mr, K. K. V, Singaa 
M.C.I.S. Linited 

49, Mr, Abu Bakar B, Mohd. Ariff 
M.C.I.S. Limited 

50, Mr. Raji Bin Hasi Ali 
M.C.I.S, Limited 

51, Mr, ST. Yeeriah 
M.C.I.S. Limited • 
No, 3, Road 3, Tiong Nam Settlement 
Kuala LunpuTj Malaysia 

52, Mr. A, SivB Eeruml 
Cooperative Printing 
rio. 25 Jalan Telawi, Bangsar Baru 
Kuala Lumpur, Malaysia 

53, Mr. S, M. Ratnam 
M.C.I.S. Limited 
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54, Mr. E, E, A. Joseph 
a.C.I.S; Idnitea 

NEPAL 

PAKIST" 

55#. Mr, E. V, Ganeson 
Supervising Dev, Manager 
M.C.I.S. Linited 
0-15 Jalan Kuantan 
Tenerloh, Eahang 

56, Ahiuad T. Bin Abdul Malek 
Ms,nager 
Ragala Malaysian Police Coop 
7422 Taaan Selayan Baru 
8th.Miles Ipoh Road, Kuala lunpur 

57* Mr, lioo Chork Ilee 
Accounting Officer 
M.C.I.S. litiited 
c/O 36 Jalan Anpang, Kuala lunpur 

58. Mr, Deepak Prasad Dhimgal 
Divisional Chief 
Insititutional Division 
Agricultiiral Developnent Bonk 
Central Office; Phaxn Path, Kathnandu 

59. Mr. N. B, Shah 
Joint Secretary 
Ministry of Band Reforns 
His Majesty's Gov't, of Nepal 
Kathnandu 

60. Mr, Syed MuhaoraaJKadig Shah 
Menber, Executive Connittee 
Yifest Pakistan Cooperative Union 
11 Masson Road, P.O. Box 905, Lahore 

PHILIPPIKES 6l» Mr. Camelo S, Ailes 
Buhi Rural Social Dev. Center 
Buhi, Caoarines Sur 

62* Mr. Benedicto Allanigue 
Rizal Fed, of Cooperatives 
San Juan EI\micipal Bldg„ Annex 
San Juan, Rizal 

63« Dr. Pilenon de las Alas 
UST Graduate School 
UST, Espana, Manila 
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64, Mr, Manuel P, Alonso, Jr* 
VICTO^ Cebu City 

65, Mr, Antonio A. Arcellana 
Coop, Marketing System of the Phils, 
Dela Merced Bldg^ ,t̂ est Ave, .Quê bn'-.City • 

66, Mr, Lenadrito Jo Asunscion, Sr, 
Jai-Alai Cooperative 
Taft Ave.J Manila 

67, Mr. Camilo D. Euntaic 
Coop, Union of Bufe can 
Bulcan 

68, Sngr, Jose Ma Belen 
MBC Federation of Cooperatives 
Ca,gayan cle Oro City 

69, Mr, Felix A. Eorja 
Coop. Union of Cajaarines Sur 

70* Mr, Cellong Campos 
Benguet Federation of Coops 
c/o Bishop Residence, Baguio City 

71, Jbse'T, Castro 
Coop, Marketing System of t h e P h i l s e 
Dela Merced Bidg, West Ave, Quezon C i ty 

7 2 , S i s , Leont ina C a s t i l l o , CSA 
La Consolac ion Convent 
PiTiaglabanan, San Jua.n, R i z a l 

73, Mt. Mordino S. Cua 
Southern Fhil. Coop. .Education Center 
142 BTixgos; st,, Caga.j7an de Oro City 

74, Mr. HmeXito P. Dimaano 
Economic Develooinent Foundation 
Makati, Rizal 

75, Mr, Mateo S, Esguerra 
Phil, College of Commerce 
Lepanto St., S-zaapaloc, Manila 

76, Atty, Jose Gonsaga 
Coop, Insurance System of the Phils, 
Dela Merced Bldg, Wt/st Ave, Quezon City 

77, Mr, Gerardc V.^Gaor 
NorwcedeCj PMA, Fort Jl/̂ l Pilar 
Baguio City 

78, Mr. Gaudencio Fi, Kernandez 
Coop, Union of Batangas 
Batangas, Batangas 
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79» Mr, Jose 6., Huang 
PHIIIMEX-Cooperative 
248-lOtj Ave, Cor. I lang-I lang 
Grace Park, Caloocan City 

80, Mr. Iieoncio M, Janoraj Jr, 
feda of Coop. Credit Union of Weg. Oco, 
19 Ruby St,5 City Heights Subd, 
Bacolod City 

81, Mr. Ariosto Lianas 
Quezon ?ed, of Cooperatives 
Lucena City 

82, Ool, Arcadio S. Lozada 
PHIIGUIj Xavier Ville Village 
Ohico St,J Quezon City 

83, Mr, Cesar Manui:ibas 
Cajnarines Korte Coop. Union 
Dulongbayan, Paetj Caciarines Horte 

84• Mr, Antonio Manikan 
IQCBZOy Candelariaj Zanibales 

85, Mr, Vicente A. Martires 
Advisory Board 
155 K-8 St.J Kainias Dist. 
Quezon City 

86, Mr. Manuel T. Medina 
Coop, Insurance Systen of the Ebils, 
Dela Merced Bldg., Y/est Ave,, Quezon City 

87, Atty. Alejandro M. Mirasol 
AI'iICIj Gonia Road, Capitolville, 
Bacolod City 

88, Mr. Pliilip Mabanag 
Central Cooperative Exchange 
2nd Plr. Arle BIdg, 
Cor, J, Ruiz St., Aurora Blvd, 
San Juan, Rizal 

82. Mr. Carlo Magno 
National Publishing Cooperative 
Santander Bldg., cor, Herjady & Aurora Blvd. 
Quezon City 

90, Mr, Eoneo A, Muere 
AGCI, College, Laguna 

91, Mrs. Agripina 0, Nicer 
FEU GonsiiQers Cooperative 
FEU, Manila 
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92, Mr. Daniel S. Necxo 
Albay ProY. Coop, Unioriy Albay 

9 3 , I'tr, ]?rancis Oca 
Abra Fed, of CooperatiYes 
Banguedj Abra 

94, Mr, Anthony Paragoso 
Kalinga-Apayao KBP 

95 , Mr, Ediaundo Perez 
IIST GooperatlYe, Mai-iila PJhll, 

'.JOQ Samanxllo Bldg.y Esco l t a Manila 

;6« l l r , Emmanuel G-, Piiiga 
Ooop, Marketing System of the P h i l s * 
Dela Merced B l d g , j West Ave , , Quezon Ci ty 

97. 'Hir*' Rex B, Reyes 
Mt, Province Federation of Coops 
BontoGj Moiintain Province 

98.' Mr. Modesto P, Sa-Onoy 
Sugar Quota Adiainistration 
Olympia Yillage, Bacolod City 

99. Mir, Buenaventura A. Pieposar 
Centra;j.o Cooperative Exchange 
Palo, Leyte 

100,' Ivtc, Aleoandro I. Ricardo 
VWKA Consuiaers Coop, Inc. 
o/o PJIB Escolta, Manila 

101,- Mic, Ranion R, Rodriguez 
Coop.' Rural Bank of Eueva Ecija 
No, 7 San Agustin st,, Ifovaliches 
Quezon City 

102. Mr. Lorenzo M, de la Serna 
Southei'n Phil. Educational Coope Center 
Coop, Printing, Tiano Pacana st. 
Cagayan de Oro City 

103. Mr. Eraneisco V, Sû îagaysay, Jr# 
Central Cooperative Exchange 
Sta. Barbara EACOM, Iloilo 

104. 5̂r. Rogelio T, Tianzon 
Tagalog Coop, Training Center 
67 Alley 2, Rd. 8, Proj, 6^ Quezon Cit̂ s 

105.̂  ife. Pacific 0 G-, Tolentino 
Coop, Union of Bulaceua 
153 A, Luna, Baliuag, Bulacan 
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106 , Brg , Gen. Domingo C, Tutarji 
G-rains Market ing Cooperat ive 
107 Arel lono S t . j Caloocan C i ty 

107, Mr, G-ei>ard.o B, 'ImipJiexig 
PERIvI, 978 Ronualdez S t . , Paco 
Manila 

108, Mr. E l e a z a r S , To l ledo 
Litex Employees Consumers Coopj Inc. 
Lirag Textile Mills, Malabon, Rizal 

lOSi, Mrs. Consolacion Go ValEionte 
EEU Credit Union 
PEU, Manila 

llO, Mr. Monico G, Yadao 
U.S.T, Cooperative 
U.S.I,, Espanaj, Majiila 

111* Mr, MoM. Eusoff Abu BaJcar 
PSA Cooperative Thrift and Loan Society 
80 J. Spottiswoode Park, Singapore 

112. Mr. H, Che Mei Bin: Pateli 
PSA Cooperative Thrift and Loan Society 
3502 Block B, Blair Plain, Singapore 

133, ^^^0 3DhaJiapala Wijetunga 
Director, national Coop, Council 

of Sri Lanka 
MorawaltOj Ruwanwelle, Sri Lajoka. 

II4, Mr, G-, S..Dayaxicnd'ai .. . . '. •.•.'„'.' 
President, National Coop, Council 

of Sri Lanka 
455 Galle Road, Colombo, Sxl Lanka 

115• Mr. Pradit Machima 
Director, Cooperative League 

of Thailand 
4-f Pichai Eoady Dusit, Bangkok 

II. OESERyERS; 

1, Mr. P. J. Pilvio 

2, Dr. Zeev Unger 

3, Mr, Woong Sec Koo 

4» Mr, Edgardo Barretto 

5, Mr, Bertel Passnacht 

OEPICE/COUtTTRY 

ILO Regional Office for Asia 
Bangkok, Thailand 

PAO/UKDP, Manila, Philippines 

Asian Development Bank, Manila 

IGIFTU, Manila 

Priedrich Ebert Stiftung 
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6, Mr, Otto Dumbaoh 

7. Mr. Steven Wilbur 

8e Dr. Julio &, Reyes 

9. Mrs, Letty M. de Giiia 

10, Mr» Crispin.Joaquin 

Priedrich Ebert Stiftung 

Yolunteer Development Corps 

U.S.T. Cooperative 

EEMA. Cooperative 

IffiC Ped» of Cooperatives 

11, Mr, G-onzalo Salvatierra Visayan Coop« Training Office 

12, Mr, Daniel Cinco 

13. Mr. Pedro a. Orofino 

14, Mr. Alejandro Cadiente 

15. Mr, Quirino Honguilada 

16.. Mr. Anthony Martin 

17. Mr. Victor de Ocam,po 

18. Mr, Sofronio Bautista 

III. EESOUSCE PERSOffSs 

So. Plxil. Coop, Education Center 

Phil. Credit Union league 

First Isabela Marketing Cooperative 

Phil. Rural Reconstruction Movement 

Visayan Coop, Training Office 

Asian. Institute of Management 

City Hall Consumers Coop. 

1, Dr. Fabian A. Tiongson 
lADA, UPJ los Bancs 
College, Laguna, Philippines 

2 , Mr. L. M, V, de S i l v a 
ChaixTjianj S r i latika Cooperat ive Market ing Fed , 
Coop Square , 127, G-randpass Road 
Colombo 14, S r i Danka 

3, Dr. 0. D. Datey 
Executive Director, Agrioultiiral Credit Dept. 
Reserve Bank of India, Bombay 

4, Atty, Plorencio B, Orendain 
President, Pbil, Shares Corporation 
BF Condominiums, Aduana, Manila, Philippines 

5, Dr. M. K, Shah 
FAO Project Manager/l)airy Development Adviser 
Dacca, Bangladesh 

6, Atty, Gregorio S. Imperial, Jr. 
Vice President, Industrial Relations, USIPHIl, Inc. 
Buendia Ave,, Makati, Rizal, Philippines 

7, Mr, Gotte levin 
110 Expert, NCCF 
New Delhi, India 
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8« llvo Ih Yeeriah 

Di rec to r J MCISj Kuala Lumpur^ Malaysia 

9« Mr. Ha Rex Wingard 
EepresentEvL'ive in India 
Cooperative league of the USA (CLUSA) 

New Delhi, India 

10* Mr, tl, a. Rana 
Directorj (Education) j IGA RO & EG 
New Delhi; India 

11, Mr. Mo K, Purl 
Chandigarh; India 

Chaimarij IGA Coimcil f o r Southeast As ia 
12<, Mro Ne Ao Kfllarajah 

Chaimarij IGA Goimci 
( P r e s i d e n t ; Cooperative Union of Malays ia) 

lY , I G A : 

1» Mr, P a l i t a E , Weerarian 
IGA Regional D i r e c t o r f o r Southeast Asia 

2c Mr. J . M, Rana 
D i r e c t o r (Bdu.c*? '̂' on) 

3e Mr, L ione l G-imawardana 
J o i n t D i r e c t o r & S p e c i a l i s t i n A g r i c u l t t t r a l Cooperat ion 

V. HOST ORGANIZATIOITSI 

1<, Dro Orlando Je Sacay 

2o A t t y . Bienvenido P , 3?austino 

VI c SEGRETARIill; 

IGA RO & EC 

B G 0 D 

R E C I 

!1 

C E T E 

II 

E G W S 

11 

E E U 

B G 0 D 

G C E 

!! 

" l o 

" 2, 

3. 

4, 

5. 

6. 

7, 

8» 

9o 

10, 

11, 

12, 

S<, S. Avadhani •-̂' 

Gene Necio 

Evelyn Garhallo 

Genie Macatangay 

Linda Giron 

Saturnine dela Cruz 

Oa,nnen dela Rosa 

Tessie Gaytano 

Alex Rohles 

Harding Agcaoili 

Mary Estacio 

Delfin Torreccjipo 

3 , Prof , Monico G, Yadao 

4o Gen, Doraingo Tutaan 

1 5 . Ne l ly J a a i r o - C I S A 

RECEPTION, AGCOMvIODATION AND 
TRilNSPORTATION COMMITTEE: 

1, Rene Rono 

2, Tony Oris 

3« Godo Abad 

- G I S P 

- D O T . 

- E G W S 
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8, Mr. K. Yeeriah 
Director, MGISj Kuala l-unpixr 
Malaysia 

9, Mr* M, Res Wingard 
EepreseatatiTe in India 
GooperatiTe League of the USA (CLUSAj 
New Delliij India 

10, Mr, J. M. Eana 
Director (Education), ICA RO & EC 
Kew Delhi}, India 

11, WIr, M, K« Purl 
Chandigarlij India 

lY. I C A aSAPg; 

1* Mr, P a l i t a E , Weeraman 

2 , Mr, J . M. Eana 

3 , Mr<. I i ionel (Junawardana 

4 , Mr« M, K, Pxiri 

1 , HOST OB&AIIIZATIOIJS STAPg-s 

1 , A t t y , Bien-venido P . Eaus t i no 

2 , Prof , I^onico G-, Yadao 

VI , SECHEgAEIM?; 

ICA RO & EG - 1 , SoS, Ayadhani 

B C 0 D - 2 , Gene I^ecio 

H 2 . 0 I 

R P C I 

G E T P 

1 G :W S 

F E U 

B C 0 D 

11* Mary E s t a c i o ~ C C E 

1 2 , D e l f i n Torre Ocampo- C C E 

3 . Evelyn Oarba l lo 1 3 , Nel ly Jamiro ~ G I S A 

4 , G-enie Macatangay 

5 , l i n d a G i r o n KBQEPTIOI-]', ACGOMfelODATIOH 
AMD TRMSPDETATIOK COMfllTTElS 

6, S a t u m i n o d e l a Cruz 

7 , Gairaen d e l a Rosa 1 , Rene Rono - C I S P 

8 , T e s s i e Gaytano 2 , Tony Oris - D O T 

9 , Alex Robles 3» Godo Abad - E C W S 

1 0 , Warding A g c a o i l i 

# # # 
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ASIAN COM!^BRErlCE ON C O C F E K A T I V E MfJiAGBMBNI 
Dec en:iber 1 - 6 , 1975 

P h i l i p p i n e V i H a g e H o t e l 
f-Iaiii l a , P h i l i p p i n e s 

REPORT OF THE GROUP DISCUSSION ON MARKSTirr^ MAFJAGEMSNT 

Group recommendations: 

1» Since entry into the international market is the ulti­

mate test for marketing management capability, this 

group endorses the development and encouragement of in-

tra-regions.l trâ de among cooperatives covering both co-

oper£\.tive and non-cooperative produced commodities thru 

or outside ICTO with the final end in viev/ of developing 

a strong cooperative trading agency for the region. 

This recommendation is proposed for the further in­

centive that foreign exchange earnings for the coopera­

tives could be used to strengthen internal marketing 

operations, 

2, That in order to implement No, 1 hereof, the body recom­

mends that trading discipline be instilled among coopera« 

tive bodies both at national, intermedia.te and primary 

levels , 
That 

3, /the body addresses to the session for its consideration 

that suggestion under normal conditions landlocked 

countries should be allowed access to the sea 

through the territory of another, 

4, Recognizing the absolute need for upgrading cooperative 

management capability, this group indorses pooling of 

resources within tVie region towards the establishment 

of one strong regional training center, to disseminate 

tested management technimes, as well as pioneer in 

the search and testing of techniques based on the indi­

genous culture of the region. To further promote this 

end, and exchange program of experts among nationals 

of the region should be instituted. 
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5» Let integration be adopted as an instrument of policy to 

assure the stability and growth of the cooperative move­

ment within the region as a hedge against v/ell entrenched 

competition. Specifically, measures should be devised and 

incentives provided to promote vertical and horizontal 

commerce among primary, nationa.1 and xnter-regional co-

ope rs-tives, 

6, To develop aggressive selling techniques (advertising, 

pa.ckaging, quality control etc,) in order to promote 

greater patronage of regional products, 

7, To develop a system of linkages between farm production, 

• input supply and processing as one of our cooperative 

marketing strategy. 

Group I - Marketing Management 

Chairman 

Secretary 

Members 

Jose Belen 

Manuel Medina 

Jose Castro 

Leandrito Asuncion 

Antonio Arcellana 

Antonio Manikan 

Cesar Manumbas 

H, Che Mei Puteh 

VJiJetunga, 

F ranc i sco Sumagaysay, J r , 

Deepak P , Dhungal 
Sarmiai 

Philippines 

Philippines 

Philippines 

Philippines 

Philippines 

'.Philippines 

Philippines 

Singapore 

.'.:Sri Lanka 

Philippines 

Nepal 

Indo 
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ASIAN CONFERENCE ON COOPERATIVE MA^AGEMENX 

December 1-6, 1975 
Philippine Village Hotel 

Manila, Philippines 

R8P0RT OF THE GROUP DISCUSSION ON FINANCIAL MANAGEMENT 

Cheiirman f J,B,L, KHACHI {India) 

Seca:etaxy t Jose Gonzaga (Philippines) 

I f Credit Oxganization 

Resotarce Mobxliaation • 

How t o mobilize resources for c a p i t a l fozmationi 
1» Share cap i t a l from meiobers 
2f Government pa r t i c ipa t ion subject t o the 

f o l l ^ i n g condit ional 
a) Nonointexference in iasinaigament ̂  su^ervisdon 

and control only 
i)) TScx pref«re3oo« i n p r o f i * sharing 
c) Nominate metnbecs in the board in token 

only; in no cas*' have^ •pjef^rent.jal tseartnnent| 
r o l e should be mostly advisory 

d) Equity share capital 

Ques'tixm*- to consider i 

1* Structure of the credit giving institution at 

various levels;, federation of banking institua 

tions at various levels, 

2^ Central Bank to come to the help of cooperatives 

instead of the government for flexibility in the 

financial approach^ 

3« Lending policies and procedures w 

Priorities have to be detesnnineds 

a) Production 

b) Imput distribution 

d) Marketing of produce and finished goods 
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d) ConsumptionJ except in urban areas 

where priority will be given to con-

sximption loans. 

Crop loan system in the form of short 

term loan can be popularized - Philip­

pines and Indian experiences* 

4> Rate of interest charge « Differential rate of 

interest according to priorities, 

5, Repaying capacity should be looked into by the 

society among its members, 

6# Credit worthiness §re security on the part of 

the society and not on the individual. 

7» Discipline among members of the society should 

be taken into consideration by the society, 

8» In case of delinquency arising from natural ca­

lamities, it becomes necessary that some sort of 

funds be created, such as stabilization fund or 

calamities fund, 

II — Non-credit Organizations 

l» Marketing cooperatives 

2, Processing of agricultural producer cooperatives 

3» Manufacturing cooperatives 

4« Consumers cooperatives 

5» Transport cooperatives, etc. 

RgSources mobilization — 

1. Primarily has to come from the members them­

selves and if not sufficient to meet the 

needs of the society, then resort to govern­

ment and other financial institutions par­

ticipation in share capital, 

2* Automatic setting up of amount yearly or 

building in of share capital from the members 

by retaining part of sales for eventual re­

tirement of government share capital* 

— oOo — 
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ASIM GOÎ IPEEEICE 01 GOOPEilATIVE miJAGEMEHT 

PHILIPPII3E VILLAGE HOTEL, DECEI.BEE 1 - 6 , 1975 
MNILA, PHIL IPPINES 

DISCUSSIOI-I.EEPOPJ' OS P5RS0MEL MHAGEMBHT 

Personnel management in the cooperative movement is one of the 

most important fcctors in achieving and sustaining the objectives of 

the cooperative orgam.zation. There is an urgent and strong need to 

introduce iiinovations in the personnel management functions of the 

cooperatives in order to meet the challenges posed by the rapid 

development and increase in the volume and complexities of business 

operations in the fo-ce of competitions v/ith private sector business 

organizations« 

The group discussed in detail various aspects of Personnel 

Management; including the overlapping of personnel functions between 

the elected representatives and the managementj the need for well-

trainedj competent and dedicated personnelj the role played by the 

governiaent in some countries in the personnel functions of coopers-tiveSj 

and the problems involved in decentra-lization of decision making 

process of mana.gement. The group therefore recoimiends thats 

1. The Board shall lay down the organizational objectivesj 

principles and policies of the cooperative, Vihile the 

Board shall appoint the General Manager, all other 

subordinate staff shall be appointed by the General 

Manager,in acoordance vî ith the policies laid down by 

the Board, This is necessary in order to professionalize 

the management of the society and build up competent 

persojinel, 

2. When necessary, the government may give assistance in 

the form of subsidies to enable the cooperative to employ 

its Manager. This assistance shall not be conditional ̂  

to the government appointing the General Manager and other 

pei'sorincl, 

3« That Asian Cooperatives be fully avî are of and adopt 

modern personnel and labor relations systems and 

tecbjxLques as a tool of aaiaagement for progressive 

operations of cooperatives. 
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4, The Gooperatives ^dth the aid of the goverrmient when 

necesssiry and other institutions like foundationsj uni­

versities and colleges shall institute manpower development 

prograras to create a cadre of competent managers and other 

personnel of the cooperative in order to overcome the lack 

of skilled manpower in the Societies, On this aspect; 

preference shall be given to candidates nominated by the 

cooperative societies, 

5, That in places where existing legislation ms..y not be 

favorable tov>/ards progressive personnel and labor relations 

policies J cooperatives must join other concerned, sectors 

in working for favorable legislation; preferably along 

principles and practices recomraendod by the International 

labor Organization, 

6, As coopera-tivos have to function in the face of increasing 

competition from the private sector, they should adopt sound 

and attractive employm-ont policies to be able to attract 

and retain competent and dedicated personnel. This should 

include job descriptionsj competitive salaries, fringe 

benefits and adequate opportimities for tidvancement and 

development, 

7« In order to achieve maximum business efficiency and harm^onious 

* management staff relations, appropriate staff regulations 

must be formulatedj and in order to permit the desired 

level of decentralization for purposes of achieving the 

objectives of the cooperative, it is necessaiy for 

employees to participate in the decision-making process 

at different management levels. 

### 

/rsg 
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ASIAN CONFERErCB 'N CCX)PERATIVS KĴ iMAGEMENT 

December 1-6, 1975 
Philippine Village Hotel 

Manila,Philippines 

REPORT OF THE GROUP DISCUSSION ON COMMUNICATIONS 
AM) P R 0 C E ; P U R E S ^ "* ~" 

G r o u p IV 

I - Attendance? 

The following participated in the discussions: 

Dr, M, S, Patel India 
Vicente A. Martires Philippines 
P. Duxairaju Malaysia 
Boey Foong Phin Malaysia 
Abd, Rahman Harun Malaysia 
N, Veeriah Malaysia 
Lorenzo de la Seriia Philippines 
Gerardo Gaor Philippines 
Felipe Mabanag P̂ îlippines 
Buenaventura Reposar Philippines 
Crispin Quaquin Philippines 
Gotte Levin I L O 

II - Election of Chairman and Secrete^ry: 

Upon nominations made, seconded and unanimously agreed 

upon, the following were elected: 

Chairman - Dr. M, S, Patel - ~ - - - -India 

Secretary - Mr, Vicente A, Martires - Philippines 

III — Procedural Guidelines: 

The following guidelines and parameters to facilitate 

group discussion were unanimously agreed upon: 

1, Cooperative subjects would be given paramount 

treatment in the discussions, 

2, The papers on communications and communications 

procedures presented during the preceeding ple­

nary discussions would be considered, 

3, The depth of things as a whole and all other re­

levant matters and problem areas which came up 

during the earlier plenary discussions would be 
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formulated for the consideration of the plenary 

session, 

IV — Papers Considered : 

The follov/ing papers circulated on Communications 

and Communications Procedures were considered by the group: 

1, Paper of Mr, Gotte Levin 

2, Paper of f̂ r, N, Veeriah 

3, Paper of Mr, B, M, Deshmukh 

V - Following observations were msvde after detailed discus­

sions : 

In connection with the paper presented by Mr, Gotte 

Levin of the ILO concerning micro levels of communications 

within cooperative organizations, the following recommenda­

tions were.agreed upon by the group: 

1» That Asian Cooperatives must be aware of and use 

modern communications science and techniques as a tool of 

scientific management and for communicating cooperative prin« 

ciples c^nd.ideas, 

2, That the folloY<?ing techniques in communications 

be utilized by Asian Cooperativesj 

— Audio Visual Communication SEXds , 

- Awareness and use of feedback in order to make 

communications effective and to c ontribute to 

successful cooperative operations and promotion 

of cooperative movements, 

-• Emplo3ment of group dynamics for effective two-

v/ay communications , 

«. Utilization of meetings, house publications and 

other tools for effective communications with­

in cooperative organizations, 

VI — In connection with the paper presented by Mr, N, Vee­

riah of Malays iEv concerning the use by cooperatives of com-

munice,tions techniques for effective internal and external 

communications, the following recommendations v/ere agreed 
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upon by.the group: 

1, That a system of monitoring and evaluating various 

modes, tools techniques and skills of communication success­

fully used by cooperative movements in Asia for dessiminai-

tion to member nations for their information, guidance and/or 

adoption be established, 

2, That a common journal cr publication for this re­

gion be set up to implement the foregoing recommendation 

and to look into the possibility of utilizing the Interna­

tional Cooperative Alliance or other agencies for the pur­

pose, 

VII — Problem Areas and Other Rela vant Ma-tters: 

The following problem areas and other relevant mat­

ters ¥7ere considered during the group discussions and cor­

responding recoramendations are: 

1, Regarding Secrecy of Communications between policy 

makers a.nd executive officers within cooperative organiza­

tions, the group recommends: 

- That in communicactions in general for the good of 

the cooperative and the movement, there must-be 

no secrecy, 

— Tho.t in communicettions for or involving personal 

gain or aggrandisement, no secrecy is. toferable 

in any manner• 

-• That in communica.tions of technological nature, 

laxmching of products especia-lly those involving 

trcide secrets, secrecy me-.y he tolerable for that 

. limited purpose, 

2, Regarding Credibility Gap in Communications, the 

group recommends: that to bridge the gap which arises oc­

casionally between cooperatives and the public, tbere is 

a need-for integrity in communications on micro and ireBiCro 

la vels,-including **Truth in Advertising", 

3, R-iegaxdinc the need fox specialised staff within 

a cooperative organization for ccrmnunications, the group 
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recominends the.t line or stcjff personnel or office to func­

tion as a comraunications mediunij as a spacific management 

function, for interne.1 and externa^ communications, be set­

up by Asian Cooperrative Organizations, 

4, Regarding the ne<ad for ai speciailized Committee or 

Bureau to concentrate on communications ŝ nd information needs 

of Asian Cooperatives, the group recommends that such a spe­

cialized eommittee or Bureau be set up and that the feasibi­

lity of having such committee or bureau under the auspices 

of the ICA, ILO, or other agencies supporting and promoting 

coopere^tives be explored, 

5» Regarding ILO Data and Studies, the group recom­

mends that the vast reservoir of ILO data and studies on 

communications and other management techniques be dessimina-

ted to Asian cooperatives for their information a.nd guidance, 

6, Regarding development of competent communicators, 

the group recommends that Asian cooperatives must give atten­

tion to the training of experts in communiccitions for specia­

lisation, 

7, Regarding dessimination of scientific information 

and scientific advancements, the group recommends that com-

munications as a tool be used for dessimination of such in-

forma.tion and advc,ncements » 

8, Regarding consumer protection, the group recommends 

that comBiunication techniques must be used for creating con­

sumer av/areness and for consumer protection, if cooperatives 

are to m.eet the laxger welfare needs of their mem^bers and 

the people,, 

9, The group recommends thâ t the latest communication 

tools, devices and techniques being used to the disadvan­

tage of cooperatives, be discovered and Asian cooperatives 

be made awa.re of such tools, devices and' techniques so that 

steps may be taken to neutralize ox avoid-them as far as 

possible-to protect cooperative interests. 



35 

Page 5 
G,D», CoHKttnicationa & Procedures 

10» The; c;rcup XGCommends that rewards or incentives 

be provided by cooperatives for those who help in improving 

and promoting better communication systems for promoting 

cooperatives, 

11» The group felt that there is a need for regional 

cooperative strategy and concerted action to counteract the 

ill effects of the powerful communications media and tech­

niques employed or used by advance countries, priva.te enter­

prises and other agencies, including multi-national corpo~ 

rations and conglomerate if they are against cooperatives. 

It is necessary that Asian cooperatives develop and use^/in-

tensif^their communication techniques to inform and to edu­

cate cooperative members a.nd the public e.n6. make them st̂ f-are 

of their own rights and their ovrn potentia^lities if they 

want to preserve their own values, natural resources, and 

overall cooperjxtives principles, 

(SGD.) 
¥ICEMrE A. MART IRES 

Secretary 

(SGD.) 
M, S. PATEL 
Chairman 

A cmr 
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ASIAN CCfF^E^irCE ON C C O P S H A T I V E MAl'IAGEMHNT 
": . December 1-6, 1975 

Philippine Village Hotel 
Manila, Philippines 

Report of the Group Discussion on Public Relae-tions 

REASONS FOR POOR PUBLIC RSLATICr̂ S (PROBLEMS) 

1» Poor public relations with governmental authorities 

resulting ins 

a) Poor coordination between assisting agencies 

b) Poor implementation of land programs, and slow 

implanentation of cooperative programs, 

c) Lack of funding fox prograuas, 

2» Insufficient cooperation in education particularly at 

the local level and lack of dedicated leaders-trainers• 

3, Resistance because of past failures of cooperatives» 

4» Lack of funds fort cooperative educs.tion, public re» 

lations work, and demonstrations, 

5» Lack of proper planning, research and imploaentation 

and evaluation of plans at all levels, 

6» Lew literacy rate, 

7» Lack of proper language media, 

8, La»ck of appreciation of importance by the cooperatives 

themselves. 

RECOMMSr-DSD ACTIONS 

1, An apex body adopt a positive planned campaign and 

assigned responsibility for it to one person, 

2, Refer to Group No, 6, 

3, Identify the causes of failure, document subsequent 

successes and remedial mea-sure and publicize both. 

Include examples in other countries, 

4, Mobilize internal resources and seek help outside 

the cooperatives, 

5, Each cooperative should make this activity mandatory 
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and the apex organization should dsvelope the capa­

bility o-f assisting. The apex organisation should 

davelope an incentive program to encourage this ac­

tivity in all cooperatives, 

6» Promote adult education prograros, 

7, Promote translation of important cooperative mate­

rials into local languages with government apex bo­

dies, and other agencies* 

8« The ICA should promote the importance of public rela­

tions throughout the membership J provide technical 

assist£.ncG as required. 

Group V - Public Relations 

Chairman 

Secretary 

Resource 
Person 

Members 

: 

: 

; 

: 

Arcadio S, Lo2ad̂ . 

Leticia M, de Guia 

Rex I'Jingard 

Sis, Leontina Casti 

Kidston 

Alex Eicardo 

Pradit Machima 

Anthony Paragoso 

Gerardo B. Tumanena 

.llo 

RP 

RP 

USA 

RP 

Australia 

Thailaind 

RP 

RP 

/cm: 

'-Ij^'^^t^r-^^ ^-^^^^rJG^ ^ ^ 
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ASIAIxT CONFERENCE ON COOPERATIVE MAMGEMENT 
December 1 - 6 , 1 9 7 5 

P h i l i p p i n e V i l l a g e H o t e l 
M a n i l a , P h i l i p p i n e s 

DISCUSSION REPORT ON COOPERATIVE EDUCATION 

I , RATIONALE 

"The aim of cooperative education is to provide edu­

cation on cooperative matters, occupational education which 

will improve productivity, social and civic education which 

will improve the quality of life of the members and ethical 

education which will make the members more humane. The 

cooperative movement must prepare the members and various 

personnel to speedily develop the cooperative movement so 

that by expanding its membership of existing cooperatives 

and by expanding its coverage to new areas it can make its 

important contribution to bringing about a social and eco­

nomic revolution. The overall aim of cooperative education 

is thus to develop strong self reliant and democratically 

managed cooperatives. The task confronting cooperative 

education therefore is not a small one. It is as big as the 

aim of the cooperative movement itself," 

Based on these excerpts from the paper presented by 

Mr, J,M, Rana, the group submits to this conference some 

recommendations, which it believes can strenghten the 

Cooperative Education efforts novj being undertaken by the 

various cooperatives in participating countries. 

It is understood that the group considered the over-all 

Asian situation and the different experiences and contributions 

of the group members in deliberating on the guide questions 

provided, 

11, R ECOMMS I€)AT IONS : 
" • « 

1. As much as possible cooperative education and training 

should be funded by the cooperatives themselves. If 
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they cannot afford to do so, then they can seek aid 

from agencies whether national or international^, or 

even the government itself, provided that the latter 

will not interfere in the management of such coopl* 

eratives. 

2, There should be an effort to organize a National Coop­

erative Union} however, the initiatives should come 

from the cooperatives theiaselves, In countries 

where no such u.nions exist and there is a felt need 

for such union, the government could assist in the 

formation of such. The group realizes;,that coopera­

tive unions should assume the responsibilities of 

cooperative education, 

3, The usual statutory reserve provided for education and 

training is found to be inadequate. All cooperative 

societies at whatever level (primary, secondary or 

tertiary) must always have provision in the annual 

budget for a continuing education and training program. 

Other means at raising funds for education and training 

purposes may be .resorted to provided such are not 

contrary to existing laws, 

4, There should be education and training programmes aimed 

at involvement of women and the youth.in the cooperative 

movement/ 

5, The group further recommends that it is expedient that 

full time educational officers be employed by the coop­

eratives to carry out comprehensive training and edu­

cational activities at all levels, 

5, Training and technical assistance intended to upgrade 

the quality of cooperative personnel should be obtained 



page three 
^eport on Coop Educ» 

-3-

from organizations such as the ILO, ICA, FAO, UNDP 

and other agencies. In addition, a continuing coop­

erative personnel exchange program among countries 

shou3-d be pursued to further international under­

standing and cooperation, 

7, ICA should make representations to the education 

ministry/department of Asian countries in r egard to 

inclusion of cooperative education in school curricula 

in all levels (elementarypto tertiary), ICA should 

provide the needed expertise and instructional materials, 

8, The group recommends that the ICA should endeavor to 

undertake regional education and training programmes 

for Asian cooperative educators. 

9, It is further recommended that cooperatives with 

assistance from ICA or other agencies, provide oppor­

tunities that will expose cooperative leaders to 

national and international cooperative development. 

Hopefully, this will widen their vision and strenghten 

their commitinent to the fulfillment of the objectives 

of cooper ect iv as, 

10, Finally, it is recommended that the ICA should take the 

necessary £ teps towards the e sta.blishment of an Asian 

Cooperative College that will provide cooperative edu­

cation, including occupational education, social and 

civic education vjhich will improve the quality of life 

of the merabers, and ethical education v̂ /hich will make 

them more humane, 

oOo 
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HAME COUIWRY/OPPICE 

1» Rex Reyes 

2» Bfanuel; Medina 

3« Jose Belen 

4« Jose Castro 

5. Leandxlto Asuncion 

6, Antonio Arcellana 

7» Antonio Manikan 

8, Cesar Maniimbas 

9# B, Passnacht 

10, Tarmizi 

11, H, Che Mei Puteh 

12, MoM.-Sahari Wass 

13, Lim Say Hock 

14. A,M. Ahmad Tajuddin 

15» Wijetunga 

16, L. M. V. De Silva 
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RP 
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?• Eddiwan 
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3« Paniel Hecio 
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7. Julio Reyes 

8, Canaelo Ailes 

9. Syed Mohaiamad Sadin Shah 

10i Poo Hon Ngoon 

11, Ismail Din 
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13, Abdullah Bim Hj, Mohd. 

14. Raji B. Hj, Ali 

15, K, Rabindranath 

16, M. K, Shah 

17, N. A. Kularajah 

-

14. Victor de Ocampo 

15* Ariosto Llamas 

16, Leoncio Jamora, Jr« 

17, Oamilo Buntag 

IB, Pong Ah Ngoh 

19* G. D, Datey 

COUNTRY/OPPICE 

RP 

RP 

RP 

RP 

RP 

• RP 

RP , 

RP-^ •'•, 

PAK 

I)MJ 

M L • 

MAL 

I«IAi 

ML 

MAL 

BANGL 

MAL 

RP 

RP 

RP 

RP 

MAL 

INDIA 



42 

- 2 -

GROUP Discussions 

1. 
2. 

3. 
4. 

5* 
6. 

7, 
8. 

9r 
10. 

11 . 
12* 

1 3 . 

1 4 , 

1 5 . 

16 i 

1 7 . 

1. 

ooiviroiicATioN & coiaiumcATioir 
PROCEDURES - EM 4 

mm 
P« Dura i r a ju 

Hui V/eng Chee 

Boey Poong Phin 

Chan Kim Beng 

Abd, Raluaan Harun 

Lorenzo d e l a Serna 

Arcadio Lozada 

Gerardo Gaor 

Ee l i pe Mabanag 

Edmundo Perez 

COUEERy/OPPIGE 

MAL 

MAL 

ML 

ML 

ML 

RP 

RP 

RP 

RP 

RP 

Buenaventura Reposar RP 

C r i s p i n Joaqu in 

E l e a z a r Tol ledo 

L ione l Gunawardana 

P a t e l M. S. 

Gotte Levin 

11, Veer iah 

• COOPERATIVE 

RP 

RP 

IGA 

•IKDIA 

IlIDIA 

liKL 

EDUCATIOF - RM 

Ems COUIWRY/OPPICE 

1. Mordino Cua RP 

2. Mateo Esguerra RP 

3. Pedro Orofino RP 

4. Gonzalo Salvatlerra Jr. RP 

5. Alejandro Mirasol RP 

6. Roger Tianzon RP 

7. Felix Borja RP 

8. Cellong Campos RP 

9i Peldoa, Pilvio ,IHA.I 

10. Asiva Perumal Ifflli,. 

1 1 . Mohd, Mazlan Idris MAL 

PUBLIC RELATIONS - Rm. 6 

MAME 

li Ramsewk Misra 

2. Abu Bakar Bin Md. Ariff 

3. S, Ramasamy 

4. C, Thanapalasingam 

'.5. Abdul Kadir B. Md. Noor 

6. Anthony Paragoso 

7. Jose Huang 

8. Leticia M, de Guia 

9. Alex Rioardo 

10, Gerardo B, Tumaneng 

11, Alejandro Cadiente 

12* Pacifico Tolentino 

13, Sis, Leontina Castillo 

1 4 , Kidston 

1 5 , P r a d i t Machima 

1 6 , Rex V/ingard 

1 7 , P» E, Weeraman 

COUWERY/OFFICE 

I EDI A 

M L 

MAL 

MKL 

M L 

RP 

RP 

RP 

RP 

• RP 

RP 

RP 

RP 

AUS 

THiil 

USA 

ICA 

1 2 , Rajo Singh 

13, G, S, Dayananda 

14, Shah, H, B. 

15, Ju In Song 

16 , Zeev Ung'er 

1 7 , J. M. Eana 

IKDIA 

SL 

NEPAL 

ROK 

PAO, 

IHDIA 





KJ \. 43 

Keynote Address by Mr. II. A, ICuIarajah, Chairman of the Couacil for 
South-East Asia of the International Co-operative Aliian.ce on 
''Co-operative Managernegt in the Modern World" at the Asian 
Co-operators Management Conference on 2nd December, 1975 in I^anila 

I would like to Start my address by stating that this will be one of the most 
important co-operative conferences to beheld in the Asian region. It is an 
important and rather significant one for many reasons. 

In the first place, It is being attended by the leaders of the movements in Asia. 
who hold in thieir hands the fate and direct ions of their respective movements for 
the present and the immediate future hopefully. In the second place, the subject 
of management is a very vitial ond for it is on management that hangs the life and 
death of any organisation including a co-operative. Finally, we are curretrtly 
gripped by an atmosphere of expected changes forecasting a world ecotiomic 
recovery. After being in the doldrums for nearly 2 years, the world economy seems 
td be brightening up and it augurs well for everybody including co-operatives. It 
means fresh opportunities. However, one of the lessons everyone has learnt is 
this . Nothing can be taken for granted. Those who were m.ost badly hit during 
the past two years were those who were not prepared and who had been complacent. 
The experience has made every person to be more keen and alert. In the future 
the competition is going to be much more keen and sharp. No quarter will be given. 
Co-operatives will have to gear themselves even more strongly and constructively 
to face the situation let alone develop in the situation, Decisive and effective co­
operative managements will becoi"e the key factor in the growth or survival of 
co-operatives in the new situation. Therefore this conference is being held at 
a very significant time when swift and correct actidvns have to be taken which will 
mean greater and better hopes for the increased development of the various co­
operative movements. I need not therefore emphasise the importance of this 
conference and the subject itself. 

AH of you have been managers of one kind or another. The difference being in 
levels. Some of you may be policyrnalcers, others may be implementors but you 
are all decision makers in the ultimate analysis. Your decisions will set the trend 
and the direction the various co-operatives of which you are in charge will take 
and I hope that at the end of my address you will apprec iate very much your role 
of policymaiters and how very vital management is in the growth and development 
of co-operatives. 

Most people don't realise that co-operative management is a very sensitive and 
complex one. It has to balance evenly the following heeds or factors: (a) the 
non-profit element, (b) the service elen.ent; (c) the social responsibility element; 
(d) the com^petitive element, and finally (e) the most important the miembers need's. 
Also to be added is the fact that co-operative management is based on democratic 
control. Taldng all these together it would seem that to manage a co-operative 
organisation needs a person or persons with many superb qualities. It need not 
be so. The policy maldng body, i. e . , the Board should be able to gather into 
the organisation the many people or professionals possessing these qualities. 
They will make up the management team. We should be able to appreciate 
immediately that co-operative management is a greater art of science than the 
management of any other organisation. Very few of us do so. As time passes the 
problems of co-operative m.anagement will become liiore problematical. On the 
one hand we would want to make rapid progress. In the ptOcess democratic control 
and other principles may be overlooked or become hidden. There will be conflicts 
which may destroy the co-operative. It is bound to happen if we do not give 
ourselves time to act and with anticipation." If v̂ fe could appreciate that these 
could happen and prepare our management structures and build the structure according­
ly. Co-operatives need expert and unique managements: • 

• • • • ^ "" 

http://Aliian.ce
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Management is a very wide subject ajid there is no hard and fast rule regarding 
management principles. I shall nqt go into the basic aspects pf management or 
the principles invotYed as I am sure you are well versed in that. However, m.y 
address would concentrate and emphasise the fact that we should not take for 
granted our duties and functions and that we should always be continuously 
conscious of the environment and of the people who work in pur, o.rg^pi^sations. 
The re,can be no management without people and it is people ;>yho enable us to 
achieve the success we want or cause of failure that vv'e dpnot vyant. , 

, The proper development of co-opergtive nianagernent hats had a very slow progress 
and co-operatives in the Asian region in particular have always neglected to take 
note of the value of developing it. We have always tended to become more engrossed 
in the concept and principles of co-operation. Invariably too much attention has been 
paid to the cart and the horse that pulls the cart has been ignored or neglected. 
It is no use having a full cart or a good cart if there isn't a sound or strong horse 
to pull it. Our emphasis and our efforts have been to please our members and to 
think of services for them without realising that the best way we could provide 
services for our members will be through an effective and serviceable management 
structure. We are behind time as always in thinking and in action. Our narrow-

. minded and distorted thinking at t imes has caused us to overlook and neglect the 
very basic aspect of our organisations. We have never paid importance to managem^ .-
or to the matter of employees. Even as recent as 5 years or 10 years back, for that 
matter even now there are many societies that are being run by part-time workers 
and voluntary officials. 

,; Eew co-operative organisations in the i^sian eountries excepting probably Japan, 
, ^ r e managed by a full cc^inplement of staff with the proper managem-ent structure. 

, But things are changing. Eow fast we change is going to be the deciding factor in 
the-future because the modern world is a highly professional world. Every where 
and everything is being done on a professional basis and this is what co-operatives 
lack. V/e cannot have professionals and will not have professionals if we begrudge 
paying them or belittle their efforts in the same way. Even professionals will not 
mean much to an organisation if they do not have that dedication and desire to 
serve well. We have always tended to treat employees as machines. . We have taken 
them for granted. Employees in co-operatives are just as inxportant as members 
are and they should be treated as well and provided for as well. We have to offer them 
terms and conditions and remunerate them better than wh^t is offered in the private 
sector, talcing into consideration that employees in co-operatives have a dual role to 
play. They have to manage the co-operatives and run the co-operatives effectively 

, and efficiently to provide and generate many services to members. At the same time, 
they have also the responsibility, of being expert co-operators who are required to 
promote the co-operative system and develop the system. They are therefore two-
sided people who are both workers and members building and encouraging the 
growth of tlie co-operative system. How many of us look at them in that manner? 
Very few. We always tend to look at them and compare them to,the other sectors 
in an even negative manner. We as co-operators should not forget that employees 
are very vital links in our structure and we owe a duty and responsibility to them 
as co-operative employees to treat them naore fairly in every way;so t lat it does not 
reflect on our basic intention and purpose of setting up the co-operative system. If 
we do not value and respect our employees then we have np regard or requirement 
for a management structure. A co-roperatiye is only successfiil when its ma.na.g&ixB xst 
works effectively and efficiently. No xnanagement system can be successful if the 
people are not happy or are dissatisfied. 

Let us look at the private sector. Many private organisations offer incentives 
to their employees in the form of shares in the organisation and other fringe benefits 
like special bonuses related to profits,. In our op-operative structure, it is very 
difficult to instil a sense of belonging into employees because we co-operatives 
cannot offer the type of incentives that the private sector can. We therefore have 
to devise and find other v/ays to build up the sense of identi f ication wfth the 
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organisation. There is also the question of insecurity of employment, The main 
problem faced in.co-operative management stems unfortunately from cQ-operative 
democracy. It is a, cominon fact that committees and officials of committees get 
changed quite regularly. Sometimes a committee member or awhole committee may 
be changed overnight. What happens in such a situation is that th^e co-operative 
overnight takes a new sense of direction and the employees or man§gem.ent; 
becomes confused. Insecurity is one of.the basic features faced by einployees in 
co-operatives. The insecurity arises primarily because of co-operatiye,boards 
and their susceptibility to change, A new board often means nev/ policies, new 
attitude and doubts about employees Vi/'ho have served the previous board well. I 
would also like to say this as a matter of truth, that is, boards of c-operatives 
generally do not have that sense of dedication and itterest in their respective 
co-operative organisations because fo two very good reasons. 

In the first place, they tend to take very cautious attitude towards changes or ideas 
for progressive development. Their attitude is that they may not be there for long 
and therefore they should not rock the boat. Again, there is no incentive or interest 
for them to think hard for innovative ideas and plans. Being honorary members 
and without being paid any remuneration, the attitude is one of 'why talte.irisk when 
thei^e is nothing to gain or when you are not paid to think and take ^.uch risk' . Just 
as employees should be paid well and provided for well. Board mei^ibers should 
be given incentives. The world of today is different and ever so difficult tp 
survive in. Policymakers in the Board should be adequately compensated for their 
time and for the overall responsibility that they hold in the various co-operatives. Let 
us not forget that it is these people who with their efforts and with their tjpae are able to 
make and provide the various services which benefit the overall membi^rship and the 
movement. If they are not rewarded adequately and properly then very little progress 
can be made by co-operatives. This is the basic management problern that, 
co-operatives at the moment and in the modern world face. This is the first change 
that we have to institute in co-operative management to accelerate our pa,oe of 
development = 

There is no such thing as a super manager, just as there is nonsuch thing as a 
perfect manager. Anyone and everyone could be good managers if they are alert 
and adaptive. In the different environment that we live in different kinds of 
opportunities are found. The m.anager who is.alert to the situation is always a 
better manager than the one who goes by hard and fast rules or uses, principles 
as be all and end all of management. In co-operative managexiient t^t^ essential 
eler^ent is the ability to make members respond to the co-opexa.tiye,needs and 
to the services offered by it. This cannot be done if the managenaent does not 
know \yhat the needs of m.embers are or what different services the members 
require. Very often a co-operative is set up to undertake a service just because 
it is the easiest thing to do. In that process what is overlooked is the member's 
reactions or requirements. Good co-operative management is a continupi^s 
activity of providing services while keeping members aware pf the serv.ices and 
knowing their response and reactions to these services. Such a managenEent 
means having in the fold highly perceptive and inituitive managersand enaployees 
who are continuously feeding the organisations with informatipn.jabputmeinbers' 
reaction and response to the services. A co-operative memb'ei^is generally more 
tolerant than the others. He will accept any kind of service from his co-operative 
as long as there is some sort of satisfaction that he could derive. His attitude 
is simply that it is better this way than be exploited by others. It is often this 
attitude that it is taken for granted by co-operative rnanageiiBnts. A co-operative 
management has to be sensitive at all t imes . Every employee fromx the lowest 
rung to the Mghest has to be sensitive to member 's whims and fancies. If there 
is a lack of.these invariably the co-operative loses its patronage slowly but very 
surely. ,"„'", 

.4/-

file:///yhat


46 
- 4 -

I would like to emphasise this again and again that change Ls a cbnstaid factor 
in this world. Co-operative management more than anything else should be aware 
of this. We have also to appreciate that we are competitors and have competitors . 
Competition requires us to be one step ahead and our people to be more advanced. 
Science and technology are providing new tools to assist management. Co-operatives 
have also to provide thfe tools and techniques for good management to our employees. 
Training, re-training and continuous refresher courses for employees should be 
a fact of life in co-operative organisations. Co-operative employees should be 
exposed to all the different changes taking place around them in management, in 
business, in social and political life. We shy away from the idea of sending our 
employees and management personnel for training overseas as we often think this 
is a waste of good nioney. But each time we send our employees and expose them 
to other environments they learn new things and more important, appreciate the fact 
that their organisation has given them the opportunity to see and learn new things. 
To them such new things help in their personal development and therefore they become 
more loyal aiad dedicated to a good master who looks after their interest in every v/ay. 

Today's world is a world of electronics and computers. Progressive management or 
thinking is often measured by employees or even by menlbers in the way they em-ploy 
or use computers or modern electronic gadgds in the organisation. Computers provid'^ 
speed and reduce physical efforts of employees. Such things add prestige to the 
organisation and increase the pride of the employees particularly those who have 
a feeling of belonging to the organisation. Computers save time and frustration 
for members bver services they require. Therefore, it is imperative that 
co-operative mariagdmeiit has to modernise itself in thife area too. Many co-operatiees 
do not like to spend mdney on com.puters. They consider them expensive and 
boards are always thinlcing of how they could, just ifysiich expenses to tte mem.bers 
overlooking the! fact as to the time, money and efforts which could be saved in the 
future. I fot one am for computers and other aids for management to make decisions. 
The success of management depends on a large extent the ability to make quick 
decisions. Quick decisions cannot be made if facts, statistical data and other 
accessary information are not available at fingertip speed through modern computer 
system. Quick decisions mean that management caii look into other areas or plan 
new programmes and services. Today opporturiitieg arise and disappear faster 
than ever before. It is a quick thinking manager and a manager who has a lot 
of titae who is able to take advantage of such opportunities , If a manager is bogged 
down with a lot of unnecessary work, he would be the last person to know about the 
changes taking place around him. A eo-operative with such managers will always 
be lagging behind and missing the opportunities available to them, Tline and again 
a co-operative has failed because its managers are two or three years behind 
implementing what should have been done years before. It is a false concept to 
think and believe that the best workers or the best managers are those who spend 
hours and hours at the office desk. The best managers are those who are able 
to make decision as and when they arise, wiiling to take the responsibility of their 
duties and being sensitive of the environment around them. It is this style of 
management which provide leadership and direction to the employees and to the 
co-operative board, and the manager cannot make; quick decisions or get the 
drgatiisatiot). going if he does not have all the tools in his hand or the necessary 
environment to function smoothly. Before I conclude the following points should be 
considered by co-operatives iniheir future developments:-

(a) ^ In the Asian region there is a dearth of professionals and other 
' skilled technicians and management personnel. The demand is 

so great for such people that co-operatives find it hard to acquire 
' them. In a position of this nature, it is essential that c«^-operatives 

merge into national ihstitutidtts to do away with wasteful duplicating 
activities and be able to afford the employment of professionals and other 
qualified people. It will also ensure the maximisations of resources. 
There will be uniformity in policy planning and direction. For 
competitive purpose co-operatives will not be able to match the other 
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sectors if they do not function in size and strength with more than 
adequate capital and resources. 

(b) The formation of subsidiaries who will compete on an equal basis 
with the private sector. The Board of such subsidiary companies 
could be made up of the same members of the co-operative. 
Democratic control may be questioned here but the same board making 
the policy decisions provides that control still remains with members. 

(c) The formation of a national management co-ordinating body in every 
movement whose function will include 

(i) to co-ordinate the activities and give direction and guidance 
to the various co-operativej commercial, industrial and 
agricultural activities; 

(ii) to undertake research and statistical studies for the 
various co-operative organisations; 

(iii) to identify areas v/h3re members needs are not being adequately 
met; 

(iv)l to organise and provide centralised management and other 
training facilities to employees exclusively. 

A national management council of this nature will ensure that co-operatives 
co-operate at local and national levels. This is very important 
particularly for co-operative development, 

I would like to end on this line. 
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MARKETING MAmCEMENT 

I am quite impressed with the objectives of the Confe­

rence, specifically the objective "to excimine the relevance 

of modern concepts and techniques of business management in 

the context of cooperative development in Southeast Asia, 

In duscussing the subject of marketing management, this 

brief paper will attempt to depart from the usual approach 

of discussing the topic from a textbook approach, but to show 

the significance either directly or indirectly of the agribusi­

ness management system in the developing an effective market­

ing management program. 

In 1952, the Harvard Business School launched a pro-

grajTi in agriculture and business. The first study under the 

program via.s undertaken by John H, Davis and Ray A, Goldberg 

to provide a description in quantitative terms of the cha­

racter and extent of the existing interrelationship between 

agriculture and the industries which supply agriculture and 

which process axnd distribute the products of agriculture. In 

1957, Davis and Goldberg brought out the study under the 

title "A Concept of Agribusiness,'* 

Agribusiness was defined "as the sum total of all ope­

rations involved in the manufacture and distribution of farm 

supplies, production activities on the farmj and the storage, 

processing and-distribution of farm commodities and items 

made from them'i" 

The original concept was to analyze the complex rela­

tionships that exist between the farmer and those that pro­

cessed and marketed items that had their origin on the farm 

so that private decision maker could take on more responsibi­

lity for their effective performance of U,S, Agribusiness, 

A Concept of Agribusiness described these interrelationships 

and developed a conceptual scheme for portraying and analy-
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zing alternative private and public policies for the U.S. 

Agribusiness economy. 

In Goldberg's later work, the Agribusiness Coordination, 

the study moves from the description of the total Agribusiness 

economy to a schematic analysis of the over-changing structure 

and performance of a widely divergent group of commodity sys­

tems* It develops a systematic approach for (a) identifying 

the commodity system in which a firm operates, (b) locating 

the critical trends that will be facing the primary decision • 

makers, and. (c) examining the kinds of coordinating machinery 

that are used and may be used by businessmen as they mesh 

firm's activities into their changing industry structure» The 

central concept behind this study is that if manager^, private 

and public, are to develop effective strategies and policies, 

they must be fully aware of the total commodity system in 

which they participate, and they must understand the interac­

tion of its parts. 

An agribusiness commodity system encompasses all the par­

ticipants involved in the production, processing, and market-

ing of single farm product. Such a system includes farm sup­

pliers, farmers, storage operators, processors, wholesalers, 

and retâ ile rs involved in a commodity flow from initial in­

puts to the final consumer. It also includes all the institu­

tions which affect and coordinate the successive stages of a 

commodity flow such as the government, cooperatives, futures 

markets, trade associations, and even educators. 

On November 17-19, 1975, an International Corn Comn?odity 

Seminar was held in Tokyo, Japan, to discuss the corn system 

of Southeast Asia focusing on the three producing countries 

of the Republic of the Philippines, Thaile.nd, and Indonesia, 

and the major importer, Japan, The corn system was used as 

the commodity structure against which the participants could 

evaluate the opportunities and problem argas in Southeast 
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Asian Agribusiness* The evaluation was made from the perspec­

tive of the commercial participants in the system (farmers, 

input suppliers, processors, distributors, financial institu­

tions), the subsistence participants who desire to be a part 

of the system, government policy makers, and from the educa­

tional pers.pective of improving the formal and informal train­

ing. 

This project is a joint effort of SEARCA (Southeast 

Asian Regional Center for Graduate Study and Research in Agri-.; 

culture) and Harvard Business School to provide a system© , ~ 

perspective to private, public, and subsistence agribusiness 

decision making. The corn system was selected because (1) 

corn is a major internationally traded agricultural product, 

(2) corn's importance as the major input to the livestock and 

poultry commodity system, (3) corn is the second most import6nt 

crop in the three production countries chosen, and (4) because 

the corn system in Southeast Asia is fragmented, dominated by 

small decision-making units, and thus, the opportunities to im­

prove the commercial system and the subsistence support to 

that system are both numerous and challenging. 

Although the conference was held on an international 

level, nevertheless, issues and/or discussion questions raised 

during the sessions could easily be applied to our conference 

on Coopere-tive Movement, No doubt, some of the questions or 

issued might not sffect directly the cooperative activities, 

but then the issues might §ive us an opportunity to realize 

where the cooperatives could fit in the total picture of the 

agribusiness commodity systems approach. 

The choice of a specific commodity system for discussion 

is delibera^te. With the limited time allotted for the open 

forum session, it would be difficult to analyze the systems for 

various agricultural commodities. 
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I^ Strategies for Improving Commercial and Subsistence 

Production of Corn in Southeast Asia 
* " " ' • • » ' • ' III • I n I I .'I'.i 

1* What arrangements offer the means of bringing the 

subsistence farmer into the commercial sector? 

2, How do farmers decide on corn versus other crops? 

3, What new crops offer attractive alternatives to 

corn? 

4, VJhat human nutritional requirements will alter 

the varietal developments of corn? 

5, VJhat marketing arrangements will permit him to be 

able to obtain credit, fertilizer, seed, etc.? 

6, What institutional organizations best suit his 

needs, e,g», cooperatives? 

7, V'Jhat training, if any, should he expect'fitdmi • • 

either his inj)ut suppliers or those he contracts to sell? 

8,, What responsibilities, if any, do governmental 

entities, experiement stations, or non-profit institutes have 

to the producer? 

9» VJhat are the political pressures on government 

programs that may give higher priorities to low food prices for 

the urban poor, than higher commodity prices to encourage the 

production of the farmer? 

II• Future Strategies of Input Suppliers to the Southeast 

Asian Corn System 

1, VJhat special programs can the credit, seed, fer­

tilizer, pesticide input suppliers devise to a!ssure subsis­

tence producers an opportunity to become part of the commer­

cial corn system? 

2, What packaged approach cooperation is possible 

among the different kind of input suppliers? 

3, VJhat role, if any, should cooperatives play in 

the development of input supply industries? 

4, What role, if any, should the government play 

on the input side - is it competitor such as in the case of 
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the seed industry? Is it .̂ subsidizer, as in the case of the 

fertilizer industry? Or is it an inhibitor such as by taxing 

farm supplier? 

5, How feasible is the investment decision on joint 

Subsistence-commercial production projects? 

Ill, Strategies for Meeting Future Hume>n and Animal Corn 

Consumption Needs 

1#. What are the market opportunities for Southeast 

Asian and U.S. corn? 

2, What types of contractual a.rrangements will be 

most appropriate for the future? 

3, What type of private and public storage and inven­

tory policies will be adopted and who will pay for them? 

4, What are the future cooperative-to-cooperative 

arrangements likely to be? 

5, What are the future cooperative-corporate arrange­

ments likely to be? 

6, Does the subsistence producer have an opportunity 

to get involved in these arrangements? 

7» What pricing strategies at the consvimer level 

should exist that encourage consumption and at the same time 

act as an incentive to the producer? 

8» -What new pricing methods (e.g., local features 

niarkets, etc,) ca.n be developed tc improve the price knowledge 

and price discovery in the corn producing regions of South­

east Asia? 
ii 

IV, Strategies for Improving Corn Processing Opportuni­

ties in Southeast Asia 

1, Hov̂  does one develop long-term procurement arrange­

ments that enable both human food and animal feed processors to 

develop their product and market? 

2, What product mixes will be most likely for pro­

cessors? 
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3, Who will develop the IIH rkets for these pioceS'* 

sors and what governmental policies will be most likely tb 

affect them? 

4^ What will be the total edonomic environment over 

the next decade, and what are the implications to these proces­

sors? 

V,. Programs of Action and Evaluation 

1» What should be the first priority in improving 

the effective operation of the Southeast Asian corn system? 

(a) Change in government policies? 

(b) Change in educational and on-job training? 

(c) Development of new institutions - cooperative-

corporate joint ventures, developing-developed country joint 

ventures, new futures markets? 

(d) The future role of development agencies? How 

do they act as a catalyst and provide technical and financial 

"•seed" resources? 

(e) How do you relate political, social, mutrition 

and economic incentives to one another so that the system works 

more effectively for the ultimate consumer? 

(f) How do you maintain the relationships devei* 

loped at this Conference on Cooperative Movement so that a 

formal or informal structure exists for providing the statis­

tical, analytical base information on this system in the fu­

ture, and provide for an exchange of perspectives so badly 

needed in determining private and public long-range strate­

gies? 

•,. oOo ...̂  
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There are perhaps more definitions on Marketing than 

CoiTimercial activity. Therefore let me try to explain what i 

mean by marketing before v/e proceed. 

Marketing is the identifying of a generatic need, stimu­

lating and satisfying the need/ Marketing in other words can be 

a system of business activity, which is designed to plan prices 

and promote products, which may satisfy a want of existing or 

potential custom. Marketing is the total concept of producing 

and supplying products and services in a free society. 

The Management of an enterprise is required to control, 

the application of range of skills and techniques in Marketing, 

Generally derived from the practical industrial experience and 

from modern social sciences, such as Economics, statistics and 

Applied phychology. 

Marketing skills and techniques can be devided into 4 

broad groups•-

The First croup of these comprises of techniques related to 

obtaining marketing information, jn many of the Marketing 

Activities, the Management has to obtain certain data. For 

example in the planning of the volume of production, it is 

necessary to find out, how many persons in the country have 

sufficient income and are willing to buy the product, it is 

also necessary to conduct consumer surveys util.,ising modern 

statistical techniques. 

The second croup of skills and techniques comprises those 

developed to influence the consumer and stimulate the demand 

for product. The most important would be advertising. 
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The Third Qgo^P of skills and techniques would be not only 

obtaining of data; but also the ability to evaluate such data. 

The Management has to employ these techniques, to evaluate 

Marketing costs and thereafter to determine final prices. 

The Fourth proup of techniques is that of practical marketing 

skills such as Market analysis, product co-ordination/ 

specialised Advertising, Trained sales Force and planned 

Distribution. 

in war the art of deciding which military technique 

is to be applied is known as Military strategy, in marketing 

the application of different techniques or the selection of 

alternatives is referred to as Marketing strategy. 

Marketing strategy depends on :-

(1) on the type of product. 

(2) The type of market, 

(3) The sizes and resources of enterprises, 

I shall now consider Marketing Management under the 

following headings :-

(1) 

(2) 

(3) 

(4) 

(5) 

(6) 

(7) 

Market Research, 

product planning. 

pricing. 

Advertising, 

sales promotion. 

Distribution. 

Export Marketing. 

MARKSI RESEARCH : 

Market research is the study of the market. These 

investigations may be carried out by a firm'̂ s own staff or a 
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research specialists to find out the possibility of expanding 

or creating the market. Enterprises should guard against 

marketing consulting firms who sometimes try to sell you a 

ball of v/ax. j^ the marketing department would be responsible 

for the marketing of the product, the marketing executive 

should be associated with the planning of the product from the 

beginning, when a new product is developed a market study 

should be made to assess the volume of sales that could be 

achieved and at what price it could be achieved. 

Ideas for new products may be inspired in different waysj-

Tlie discovery of glass fibre may provide ideas for 

different products. The non-availability of a source of energy 

may provide another idea for another product, whatever the 

product may be we should necessarily study the market, very 

often enterprises without the study of the market, undertake 

the marketing of products that are popular in country A 

without the study of the reactions of the people of country B/ 

we should also be careful of the tendency in developing 

countries to subsidise manufacturers in certain products. The 

provision of a subsidy need no necessarily mean, that there is 

a demand for that product. Therefore, a survey should be made 

to assess the demand for the product. The policy of import 

substitution in many of the nev;ly formed industries in 

developing countries, have problems about marketing the goods 

manufactured because of the attitude of certain sectors of the 

population. The loyalty of these sectors to imported brands. 

This can be an impediment for marketing. Marketing research 

often reveals the gaps in the product ranges, such as should 

there be a consideration of marketing pepper and salt only or 

would sales move better with the availability of Red pepper 

added to the range, A very good reason for developing a new 

product may also be an unutilised plant capacity and the 

contribution that could be made towards increased profits. The 

important areas of market investigation should be to assess the 
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potential market, the volume that could be achieved, geogra­

phical distribution of the market features of the products 

that are acceptable, packaging requirement and any other 

relevant features the market needs. 

The principle technique that is used in studying the 

market is consumer surveys and in some instance a iproduct 

Testing^ or a ^TGSt Market^ technique is also used. This 

applies to especially products which are not known to the public. 

The consumer survey will also determine what features 

the majority of the customers would like and what should be 

built into the product. The survey should also take into 

account the packaged goods field priorities between package 

sizes. Designs, Quantities that could be sold and prices that 

would be well received by customers etc. customers buy products 

for many reasons and are called buying motives of the customers. 

Market Research should also design to cover areas of motivation.. 

Buying motives are sometimes difficult to discover but 

nevertheless it has to be investigated fully in order to assess 

the market. 

SOURCES OF lyi/̂ RKSTING DATA : 

Research may be made from the following sources ;-

1. sales invoices. 

2. salesmens'' Reports. 

3. Government Department statistics. 

4. Economic, Trade and professional journals, 

5. international Agencies and 

6. specialised firms. 

Market Research, then is the systematic study of data 

relating to the market. The purpose of using it to obtain 

information which is then analysed objectively, it involves 

the use of a number of specialised techniques such as consumer 

surveys, test marketing and motivational research. 
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The information gathered by market research reduces the 

risks involved in decisions, This is very important when 

launching a new product, for an enterprise could suffer heavy 

losses if there was no raarket for the product. 

Market research is ai^o important in developing marketing 

strategy, it v/ill influence decisions on the pricing of the 

product and on the scale of advertising. The information 

collected will directly affect the planning of the product, 

PRODUCT PIANNIMG s 

product planning, on the other h\nd is an active operation 

involving several departments v;ithin the firm. - for example 

design, production and finance, since the main objective of 

product plannirxg is to develop a product which will sell the 

marketing manager should play an important part in this planning. 

After he has obtained information about the market through 

market research., the marketing manager must use this information 

and become actively involved in planning the product in 

accordance with the needs of the customers and what the firm 

is best able to produce. 

product planning will involve either the development of 

new products or modifications to existing ones, product planning 

can ensure that the product has the features the customers like 

best and offers the benefits the customers want. Modifications 

of the product maj bo caused by technical developments, por 

example, because of the widespread devolopm.ent of synthetic 

fibres, there has been a decline in the output of cotton shirts 

in some countries.- even though the total consumption of shirts 

of all kinds has increased» 

PACKAGING s 

packaging has been receiving considerable attention in 

recent years, prom the marketing point of view the package/ 

is part of the product and is thereforê ^ an important part of 

product planning. 
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Tlie sizes of the package will often influence sales. 

T M S is so because there is an important price/quantity 

relationship, in wealthier markets large ̂  economy packs"' are 

quite popular J the customer makes a saving but lays out more 

money p€ir purchase, 

m the developing countries/ it is sometimes held that 

the population, particularly in the rural areas/ being accus­

tomed to buying products v/hibh have not beeh packaged/ is not 

likely to respond favourably to increased use of packaged 

goods. Available evidence does not support this view. Already 

in urban districts in some of these countries sales of packaged 

goods are increasing and self-service stores are well .established 

and growing and there are sound reasons for supposing that 

packaging will spread to the rural areas as well. 

The following featvires are expected in packaging ;-

1 . 

2. 

3. 

4. 

5. 

6. 

presentation, 

preservation. 

promotion. 

proportion. 

protection. 

portability. 

PRDDUCT PLMTNING lîT DBV3LOP3DMG OOUNTRIBS : 

DO techniques of product planning apply in developing 

countries? some conclusions may be drawn from the post-war 

experienoe of western gurope. when mass markets were first 

introduced in Europe produce planning tended to favour 

simplicity in products„ Typical of such mass-produced innova­

tions were small, simple automobiles and motorised scooters 

and bicycles/ designed to sell to the lower-income groups of 

the new mass market, cheap, but quite good mass-produced 

clothing made its appearance, bridging the gap between the 

pre-war alternatives of very good or rather poor quality. 
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These changes in Europe resulted from intensive product 

planning activities by many manufacturing firms. The broad 

trend has been towards re-designing products so that they 

appeal to the mass market. Manufacturers increasingly seek 

their profits through more sales/ combining lower prices with 

simpler cheaper products, it is quite possible that the 

European pattern described above actually corresponds with the 

present situation in some of the developing countries. The 

process of establishing import-substitute industries create 

opportunities to develop now products specifically suited to 

the needs of these markets, The tendency will be towards 

simplification in design/ especially if such products are to 

sell in larger qualities at lower prices, 

PRICIMG ! 

The voliime of sales of any product depends to some 

extent on its price and in certain cases pricing can even 

become the major element in marketing strategy, pricing is 

therefore of direct concern to the marketing executive/ whose 

responsibility it is to eliminate the effect of price on the 

market, in order to do this effectively he must understand 

the analytical techniques used in pricing and be aware of the 

interplay of such factors as costs, demand and competition, 

usually the first stop in pricing is for the marketing 

executive to study the market in order to find out what price 

will be most acceptable/ i.e. the price at which the product 

is likely to sell well. His duty will probably begin with an 

investigation of prevailing prices for products in the same 

category. 

The marketing executive may also study the prices of 

related products, por examples/ the manufacturer of soft drinks 

will also study the prices of such products as Bser and jce-cream. 

in other words, he will examine the prices of products which 

compete for the customer's money in the same broad category 

of expenses. 
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Linked with the issue of price is the question of 
quantity-/ in terms of the unit of weight/ measure or number/ 
in vjhich the product is sold. T M S price/quantity relationship 
must bo taken into account, consumer products are offered for 
sale in various forms of package of several sizes and weights 
are the price per unit will vary depending on the size of the 
package. 

Quality too/ is of importance in pricing. Most markets 
divide themselves into lower quality and higher quality segments 
and prices are determined accordingly. Although most people 
may buy lower quality products some may like and be able to " 
afford higher quality products at higher prices, 

Another important contribution of the marketing executive 
to pricing is the establishment of a sales forecast based on 
market research, with a sales forecase/ the company is better 
able to establish its purchasing and production schedules, as 
well as its financial plan, experience shows that good sales 
forecasting leads to better planning,.lower cost and higher 
profit companies which fail to plan properly often see their 
costs get out of hand. 

THE POST FACTOR IN PRICING; 

The modern trend in pricing is for the marketing 
executive is not only to advise the top management on the 
prices, the market will accept but to go beyond this routine 
contribution and actually participate in the detailed costing 
of the product. 

in the traditional form of cost plus pricing the 
manufacturer works out the total cost of producing and selling 
a product, and calculates a desired rate of profit, jn many 
films this is still being done by the accounts department 
without bringing the marketing executive into the picture. 
"Feedback" costing is the latest trend. Here they find out 
what the product can fetch in the market and then work backwards 
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to manufacture the product with the desired optimum cost, BUt/ 

v/hatever/ form of pricing the company uses/ the marketing 

executive v?ill have to be familiar vjith industrial costs so 

as to be able to take part actively in the whole process of 

•* costing the product^ , 

THE D3iS4AND FACTORS 

in determining its price policy a company must sometimes 

be guided by the nature of demand for the product it wishes to 

market. Demand in the practical sense means the sales volume 

the company can obtain at a certain price level. According 

to the fundamental law of demand/ sales volume increases when 

price is lowered. This applies to the majority of consumer 

products. 

in the case of many products such as automobiles, durable 

goods in general and packaged goods, demand may increase very 

significantly when price is lowered. 

Because of this companies sometimes use price action as a 

means of creating a market, ey lowering the price of a product 

they may reach new customers who could not previously afford 

to buy it. AS sales volume increases, the company may be able 

to effect important savings which will result in a decrease 

of unit cost. This low-price, high volume policy may be 

accompanied by a deliberate drive on its part to improve 

efficiency and lower costs still further. 

COMPETITION; 

conpetition is of course a factor which may strongly 

influence pricing decision. Economic theory, states that a 

manufacturer with a monopoly will tend to maximise his profits 

by deliberately limiting his volume of sales. He will set the 

price at such a level that his sales will expand only to a 

certain point, in practical terms this level will be that at 

which the volume of sales and production will correspond to the 

most economic level of work of the factory, H© will for exait̂ jle, 

avoid overtime work. 
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Let us now consider the short term pricing problem in a 

conpetitive situation, if coKpetition makes selling difficult 

an enterprise can either lower its prides or use other means of 

expanding sales* 

pir3t of all the m^agement must consider whether or not 

the market will easily eatpand if prices are lowered, that is 

whether the demand for the product is elastic, por example/ 

inks is typically inelastic iSroduct. YOU would not expect the 

demand'for fountain pen ink to rise because the price is 

lowered 4 

price may be used as a short term competitive weapon in 

certain circumstances, BUt price cutting is not the only way 

of dealing with competition* TOO often the management makes 

the mistake of regarding price as the most iit̂ jortant factor 

in sales/ forgetting that other marketing techniques might be 

more advantageous to the company. 

we have seen that pricing is not ohly a financial but 

also a marketing function of the enterprise* consequently the 

marketing executive must play a part in fbtraulating the price 

policy of the firm, in many market-oriented companies/ he 

will be expected to initiate price policies, 

in such companies, pricing is regarded as an inportant 

marketing technique. This is because in some instances, price 

action may actually create a market. 

ADVERTISING; 

It is also useful to distinguish between general adver­

tising carried out as a long term programme and supporting 

advertising/ used occasionally in conjunction with sales 

promotion, î nother form of advertising is cooperative adver­

tising, through which a manufacturer assists his distributors 

say a department stores, to stiraalate local sales of his product. 
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Wtien he has decided v/hat product he will make and how 

much it will cost/ the manufacturer must prepare other aspects 

of his programme, HS should consider advertising, sales pronK)-

tion and distribution, m considering these activities and 

related techniques, it is important to distinguish between the 

stimulating of sales over a short period and the development of 

a market over a long period. 

The reason why advertising is mainly effective in the 

long term lies in the nature of advertising itself. Advertising 

is a process of communication with potential customers and 

takes time to find an effective means of communication and to 

repeat the message often enough for customers to take notice 

and be influenced by it. 

when a company wants to stimulate sales in the short 

terra it will most likely use a promotion campaign supporting 

advertising may also be used, but the emphasis will be on 

sales promotion techniques. 

The purpose of advertising is to persuade consumers to 

buy a product. This is achieved by creating consumer preference 

for a product, in attempting to establish consumer preference 

the manufacturer aims at inducing the consumer to prefer his 

products to other products of the same kind. 

prom the point of viev7 of the manufacturer, consumer 

preference is a brand preference. This means that the consxuner 

associates a particular brand or trade name with consistent 

quality and repeated satisfaction. Therefore establishing 

consumer preference for products of a particular brand can 

create a las market. 

Brand preference should lead to brand loyalty, if 

customers have developed loyalty to a particuleir brand of 

product it may outsell competing products even if they are 

cheapcjr. 
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advertising is an effective wfeapon if properly used but 

it can be very wasteful if badly used^ The management must 

also know how to select the appropriate advertising" ̂  Media'' , 

Advertising is the process of communicating with the public; 

media are the means of communication. So having decided to 

advertise the management will consider the means" of communica­

tions at its disposal. 

Available media include j-

1. Television. 

2. Radio, 

3. cinema. 

4. Newspapers. 

5. posters & illuminated signs. 

6. Leaflets. 

7. Direct Mail. 

8. Trade & professional journals. 

9. popular Magazines, 

10. woraens'' Magazines, 

selection of the best media is a very important part of 

an advertising programme. First/ the company must discover 

what media are available, in some countries/ there is no 

television; advertising in cinemas may be more important in 

one country than in another, and so on. The next step is to 

find out what area of the country can be reached through a 

particular medium, per example, investigation may show that# 

as is the case in many developing countries, television 

coverage is very limited and the readership of magazines is 

mainly confined to urban areas; on the other hand it may be 

found that the spread of transistor radios has brought radio 

broadcasts into the majority of homes. The third step in 

media selection is to see what particular segment of the market 

it is desired to reach, if the product is one bought by women 

womens^ magazines would be a leading medium, if the product 

is motor cycles, the advertiser would look for the best way of 

reaching young men. 
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î î vertisers in developing countries often encounter • 
special difficulties, of which four will be mentioned here. 
First there may be a lack of media, por example/ there nay 
be no television in the country and there may be no readership 
of magazines of newspapers in rural areas. 

secondly a high illiteracy rate may create a problem for 
advertising, especially in rural areas. This, however, can be 
overcome by the use of proper media. 

Thirdly, a manufacturer may be faced with the problem 
of advertising in a country with several languages, 

A fourth problem which may confront advertisers in some 
developing countries is that, among low-income groups, brand 
is sometimes less in^jortant than price as a reason for buying. 
Therefore it is argued that advertising is less effective. 
This is true in many situations. 

If a marketing manager decides that the necessary con­
ditions for successful advertising are not fulfilled or, more 
generally, if his aim is to stimulate the market in the short 
term, then he should consider the sales promotion techniques, 

SALES PROMOTIOMi 

sales promotion is a fairly broad term, embracing a 
variety of marketing techniques,. The prime purpose of sales 
promotion is to stimulate sales; but this activity also 
includes methods of introducing a new product or pf consolidating 
the market, for example, by providing good after-sales service. 

Because sales promotion comprises so many different 
techniques, it is necessary to define this broad marketing 
activity in some detail, T ^ S will be done by comparing sales 
promotion with advertising and actual selling. 
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Marketing men describe the difference between sales 

pronation and advertising by saying that advertising ' brings 

the customer to product*̂  whereas sales promotion "̂  brings the 

product to the customer^ . in other words/ advertising aims 

at creating a demand even before the customer enters the shop/ 

while sales promotion will generally seek to make the product 

more interesting and attractive once the customer sees it. 

Most sales promotion activities take place at the point of sale. 

so advertising is essentially a method of influencing 

customers indirectly through public media, while sales promotion 

is regarded as a direct method in the sense that it usually 

presents the product directly to the customer. 

sales promotion is an activity akin to actual selling 

and can sometime barely be distinguished from it. por example, 

a conpany salesman is often expected both to arrange a display 

in a retailer^ s shop and to obtain ordears from the retailer. 

The difference and similarities between sales promotion 

and advertising must be well understood, por example, some 

sales promotion tasks are also performed by advertising personnel, 

The two activities are related and may support each other? 

but they are not identical, one important difference between 

sales promotion and advertising lies in the time needed to 

produce results. The ultimate purpose of advertising is to 

create brand preference for a particular product/ and so as 

emphasised above advertising gives mainly long term results, 

sales promotion be used to stimulate demand and increase 

sales in a particular town or district. General advertising, 

on the other hand, uses mass media of public communications/ 

such as television, radio or magazines, and must usually address 

itself to a larger audience. 

The manufacturer•'s most important ally in promoting sales 

is the retailer, it is the retailer who can display the product 
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to advantage, inform the customer fully about it and finally 

sell it. on the other hand, he can ruin the display recommend 

another product or fail to tell the customer how to use the 

product correctly. 

TO achieve this vital cooperation a number of methods 

can be used. The manufacturer might simply offer the retailer 

financial inducements, por example/ an allowance for displaying 

the product in the best place, or he may be able to extend 

him credit. 

in many instances retailers are inexperienced in hand­

ling new products and in using modern marketing techniques, if 

a product is to be distributed by inexperienced retailers the . 

manufacturer must consider this problem carefully, one way of 

solving it is to increase the amount of personal contact with 

the retailer/ using company men both to gain his cooperation 

and to influence and assist him. 

A promotional technique which is particularly suitable 

when introducing a new product to the customer is the technique 

known as ''samplings i.e. giving people small amounts of the 

product to try. sampling is expensive, one reason is that 

one or two small samples may be insufficient to accustom the 

potential user to a new product and therefore a sustained 

effort is usually required. The expense of such an extensive 

introductory campaign could be kept down by limiting the 

number of points where samples are given distribution being 

made only where samples would reach the most important part 

of the potential market. Another effective way of introducing 

customers to a new product is to arrange pubj,ic demonstrations. 

Another promotional method which is often used is 

training classes, sewing machine and kitchen-utensil manufac­

turers often^rush sewing and cookery classes to create a market 

and a following for their products. This method is akin to 

public demonstration because it is open to the public and 
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acquaints potential customers with the product and its uses 
in the hope that they will eventually buy it* sales promotion 
is well suited to developing countries because it is adaptable 
to limited local situations and so lends itself to use by small 
companies * 

ipwever, sales promotion does not usually remains 
permanent alternative to advertising. Markets may develop 
to the point where the long term benefits of advertising are 
also desirable. 

sales promotion/ then consists of a variety of technique 
which an active management can apply in order to stimulate 
the sales of its products directly. 

All these techniques can be very effectively used in 
the company^s marketing strategy, though different techniques 
will be especially appropriate in particular markets and 
in particular conditions. An active and wide-awake management 
will know which of them to use in each case, 

DISTRIBUTION: 

Distribution involves all the activities concErned 
with getting the product from the manufacturer to the customer. 
Its aim is to make sure that the product is available and 
can be easily purchased by all who would like to buy it/ 
whereever they may be. Effective distribution channels with 
their sales outlets and credit facilities are important to 
economic/ and especially industrial/ development, Tbey 
complement the necessary physical distribution network of 
railways/ road and transport services. Distribution channels 
may be long or short/ direct or complex/ depending on 
circumstances such as the nature of the product/ local trade 
customs and buying habits / and volume and frequency of 
sales. 
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Making the prcjduct available and easy to buy clearly 

entails cairrying out a number of activities in the field, 

usually this requires a special form of organization. 

Distributive activities may be carried out by a department of 

the manufacturing company, but usually they are undertaken 

by specialised firms known collectively as the ^Distributive 

Trade^. Distribution then, is a specialised activity. However/ 

the manufacturer still has to play an active role in the 

distributive process. it is a principle of modern distribution 

that the manufacturer should not ignore his product once it has 

passed out of his hands into those of agents, wholesalers or 

retailers. 

This active role demands a continuous effort, it 

involves, in the first place, a number of key decisions on the 

part of top management concerning three groups of activities ;-

(̂ ) RETAIL FACILITIES^ 

Facilities for purchase by the ultimate consumer 

including credit facilities. 

(2) INTERMEDIATE FACILITIESs 

(More generally known as wholesale facilities) storage 

and where necessary breaking bulk for the retailer, 

materials handling, inventory control etc. 

(3) TRANSPORT; 

Transport from the place of manufacture to the point 

of sale to the ultimate consumer. 

pirst it is necessary to decide on the facilities by 

which products will be offered for sale to the ultimate 

consumer, particular products may be sold by door-to-door 

salesmen employed by the company, by itinerant vendors or 

through garages, restaurants, inns or similar channels. 
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secondly it is usually necessary to decide upon the 

intermediate facilities needed to ensure adequate supplies to the 

retail outlets. These facilities may be provided by the 

establishmeht of the manufaCturer'-s own depots or branches at 

various centres in the couhtry or by some other arrangement. 

Thirdly goods must be moved from the point of manufacture 

either to the wholesale outlets or direct to the retail outlets. 

This may be done by road or rail/ occasionally by ship or air/ 

or by a combination of two or more of these means, it may be 

by public carrier or by the firm^s own transport or both. 

The following is a list of the main retail outlets which 

the manufacturer is likely to encounter, it includes both 

traditional outlets and modern ones created by the rapid 

development of the distributive trade. 

1, Itinerant general merchants. 

2, open markets, 

3, Bazars (of the Middle Eastern and A^ian type), 

4, small village or urban general stores. 

5, General pood stores and Drug stores, 

6, supermarkets, 

7, Department stores. 

8, chain stores. 

9, Trading companies. 

10, Maik order House, 

11, Door-to-door speciality salesmen, 

12, sloops specialising in a broad range of similar goods, 

13, shops specialising in a limited range of goods. 

14, Dealers specialising in single maker"'s goods, 

Assuming that choice of available retail outlets exists/ 

the manufacturer's selection will be influenced by :-

The type of product. 

The volume in which it is to be sold and the frequency of 

sales. 

The buying habits of local consumers. 
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in examining the available retail outlets from the point 

of view of specialisation it is important to realise that some 

retailers may in fact, be classified both in the general and in 

the specialised group. This means that under one roof or within 

a defined area will be found sales counters or retailers selling 

goods which need no particular knowledge to sell and goods which 

need specialised laiowledge to sell, 

selling through small retailers may require more salesmen 

and sales promotion personnel; but the price which the manufac­

turer receives for his product will usually be established at 

a level that will cover these cost. 

Dealing through larger retail organisations may result 

in a lower price for the produce but the chances are that 

this type of organization will guarantee a larger sales volxime. 

intensive distribution takes place when goods are sold 

through as many ontle*:̂ ^ ac possible usually shops of various 

kinds having one thing in common, that they sell goods which are 

brought by a large number of people frequently and usually in 

small quantities, sv̂ 'eets, cigarettes.. Bread and canned poods 

are typical intensive distribution products. 

productr̂  suitable for intensive distribution would 

normally have the following characteristicss-

- be in very wide demands, 

- be bought at frequent intervals and small quantities 
at a time. 

- • have low unit cost, 

demand no specialised technical knowl€jdge to sell/ 
operate or service. 

- demand little or no special after-sales service and 
repair facilities, 

- require no special stocks of replacement parts. 
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SELECTIVE DISTRIBUTIONS 

selective distribution takes place when goods are sold 

only through a limited number of carefully selected retail 

outlets. The type of goods sold through selective distribution 

generally need special knowledge or facilities for selling or 
\ . . servicing. 

selective distribution implies that the number of retail 

outlets for goods will be limited. This will generally 1?̂  

dictated by the nature of the product. 

Goods demanding selective distribution would normally 

have some or all the follovjing characteristics •-

- require some specialised knowledge for selling. 

- require specialised after-sales service. 

- be of relatively high unit cost. 

carry a guarantee of performance over a certain period 

- demand a reasonable investment by the retailer in the 

stocks and spare parts. 

demand special storage facilities. 

Related to selective distribution is so-called Exclusive 

Distribution, where the manufacturer grants a single wholesaler 

or retailer a monopoly or > franchise^ for the distribution of 

his products in a specified geographical area. 

Exclusive distribution applies especially to goods:-

Having a very high prestige value 

demanding very specialised technical knowledge to sell 
or service 

often having a high unit cost 

- demanding very heavy investment on the part of the 
distributors. 

requiring substantial training of the distributor*s 
personnel 

needing prolonged and major efforts to finalise a sale. 
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A distributor exercising a franchise for a product enjoys 

C€jrtain advantages and runs certain risks, one the other hand 

he is assured of a monopoly for the product in his area, on the 

other.he mast usually give an undertaking not to deal in 

competitive goods of the same kind, often too/ he must incur 

heavy investment for stock, obtaining spares etc. He must 

therefore be assured of a reasonable return on his investment 

which means that there must be a sufficient market in his 

territory, in order to supp:^ his products to retail outlets 

which are throughout the country a manufacturer has the 

choice of :-

- selling and delivering direct from the factory to each 

individual retailer of final customer, 

- settling up his own storage and/or sales facilities in 

selected areas, and supplying local retailers and final 

customers frcm there, 

- selling to independent wholesalers. 

The first service which wholesalers provide is storage. 

This is of value to the manufacturer because he would otherwise 

have to set up his own storage facilities. 

Thirdly a wholesaler often knows the needs of his 

retailers and the tastes of their customers and can thus make 

a selection of suitable products from the various lines he 

carries, por example, he v.dll come to know the quality and 

price of various products which retailers serving different 

markets can best dispose of and can thus select goods 

accordingly. This is called ^ assembling the assortment'' for 

the retailers, 

WiRKETING STRATEGY IN DISTRIBUTIOH; 

The purpose of distribution,has already been stated to 

be that of ensuring that goods or services are easily available 

for purchase by all who wish to buy them, wherever they may 

be. This can only be done if -the manufacturer establishes 

outlets in areas where there are potential customers. 
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When he has studied the market to find out where potential 
customers are located, and after having found out what 
wholesale and retail facilities are available, the manufacturer 
will determine his distribution strategy. The type of product, 
the volume and frequency of sales, the buying habits of customers 
and the availability of suitable intermediate and retail 
facilities will influence the manufacturer''s distribution 
strategy. However, eventhough a combination of outlets may 
sometimes be used, the central problem in distribution policy 
is who will perform the essential functions needed in the 
intermediate stages of distribution. 

indeed the two alternative with which manufacturers 
are most likely to be confronted are whether to set up their 
own wholesale distribution network or to use independent 
wholesalers. This decision will depend on several factors. 

If a manufacturer sets up his own distribution network 
he faces some financial risk, beginning with serious credit 
risks if he has to finance retailers, m addition he must invest 
in buildings, staff, and possibly equipment for materials hand­
ling and delivery purposes. He needs competent local 
managers, salesmen, store-keepers etc. who may have to be 
trained. He must rnake certain that the cost of establishing 
and providing these facilities will be balanced by the volume 
of sales. TO ensure this he must gain the cooperation of the 
retailers in the region, possibly in fact of conpetition from 
established wholesalers, which may slow up the development 
of his retail operations, when a manufacturer first launches 
into a market he may find that existing wholesalers are not 
able to provide the required services satisfactorily. Rather 
than set up his own intermediate outlets, he may chose to 
improve the performance of the existing wholesalers. 

when there is a lack of home produced goods in most 
categories, wholesalers will tend to be importers or import-
oriented. They may be reluctant to distribute home produced 
goods because foreign made goods are more sought after, T O break 
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down this prejudice the manufacturer has to prove to the 

wholesalers that handling his products is profitable and 

that the buying public will accept them. 

PROBLEMS OF DISTRIBUTION IN DBVELOPING COUNTRIES; 

Distributors who have been primarily importers may be 

more skilled at securing import liccsnces and financing imports 

than at promoting home produced goods. Farther problems 

faced by manufacturers in developing countries are those of 

storage and transport. Many developing countries are situated 

in tropical zones where goods may be subject to accelerated 

deterioration. Effective distribution demands adequate 

packing and sufficient storage capacity, suitably located and 

properly equipped to preserve the goods in good condition. 

Transport facilities away from cities may be wholly 

inadequate; railways may be few and road poor and uable only 

at certain times of the year, TO overcome such conditions 

shipment may have to be concentrated in certain periods only 

should be made as near to retail outlets as possible, slow 

and uncertain transport means that orders should be placed and 

goods shipped well ahead of the date when they will be required. 

summing np, manufacturers in many developing countries 

face difficulties in setting up and operating their distribution 

networks which their counterparts in industrially advanced 

countries do not have to face. Nevertheless the principles of 

distribution which have proved their worth in economically 

advanced countries can be and are being applied to good effect 

in developing countries/ although practices may have to be 

adapted and modified to suit local condition and methods, 

EXPORT MARKET; 

Xi^ more and more developing coujntries, formerly dependent 

entirely on primary products for their foreign exchange, begin 

to industrialise they become potential exporters of industrial 

goods. Moreover, the growth and diversification of internatic»ial 
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trade/ including regional/ trade/ provide increasing opportuni­

ties for profitable exports of manufactured goods. There is 

however, a tendency to see export markets as representing an 

easy way out when home markets appear to be saturated. 

Export markets cannot be regarded as an ̂ overpill^ from 

home markets, sound export markets for industrial products 

are built on sound and well exploited home markets, which alone 

can normally provide the volume of production necessary to keep 

prices competitive furthermore, export markets present their 

own special characteristics and problems. 

First of all manufacturers aiming to export have to 

realise that instead oE operating in what may be a fairly prote­

cted market or one in which they are competing with firms at 

the same level of efficiency as themselves, they have to face 

pitiless competition from firms in highly industrialised as 

well as other developing countries. This requires closer 

attention to quality than may be necessary for internal markets. 

It also demands really competitive prices. 

secondly in the case of many products, -tastes and needs 

differ from country to country. The exporter has to be prepared 

to introduce variations into his goods which he would not 

need for the internal market, NOt only does this call for some 

flexibility in design and production, it also means finding 

out what people in other countries want against those in the 

home markets, market research and its associated techniques 

are vitally important. 

Thirdly the establishment of distribution outlets in 

foreign coxintricjs may present special probleite. There are for 

example a range of arguments for and against the use of agents 

as opposed to the firm*s own sales offices in specific foreign 

countries. There is the need to adapt to the distribution 

channels of the individual covintries concerned/ for instance 

selling through the bazar in certain Middle Eastern countries. 
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Each country has to be studied individually and generally 

speaking on the spot if a major market is to be built up. 

control over the performance of distributors, wholesale or 

retail is clearly more difficult abroad than at home, por this 

reason the careful selection distributors becomes doubly impor­

tant and demands the closest verification of credentials as well 

as generally a visit by a senior member of the management of 

the firm. 

Finally an inportant factor often overlooked by firms 

wishing'to export is the question of promotional literature 

in the language of the countries in which they aim to establish 

markets, summing up this brief discussions on exporting^ unless 

the firm is producting some product which is very unusual and for 

which it is comparatively easy to stimulate sales abroad it 

should concentrate first and foremost the development of its 

internal markets, since these will be the mainstay of its 

existence, A firm launching itself into the export market 

without the most careful preparation and expecting this market 

rapidly to become a major source of income risks disappointment 

and serious loss; it may even prejudice future export possibili­

ties by getting a bad reputation for its goods and manner of 

doing business, on the other hand, once the manufacturer is 

in a position to undertake export sales operations he may find 

these sales very profitable, since the cost of his product 

development and many of the operating expenses will have been 

fully absorbed by the internal market, m addition he will 

make a vitally important contribution to the national balance 

of payment, 

sm„ 
261175 
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CTKAMGIAL î iMAGÊ JENT IN THE 00OPERA.TIVES 

Dr. G.D.Datey, 
Executive Director, 

Reserve Bank of India 

Pr iva te . Public aftd Cooperative Undertakings 

A cooperative i s a way of doing business - a form of 

business organisat ion, the other two forms being pr ivate and 

publ ic . Pr ivate undertakings may be owned and managed by 

ind iv idua l s , par tnerships , firms, companies or corpora­

t i o n s . Public undertakings are those which are owned wholly 

o r subs tant ia l ly by the Government or Government owned cor­

porations or semi-Government bodies l i k e municipal or o ther 

loca l bodies . The primaiy objective of a pr iva te undertakings 

i s to maximise the prof i t s for the owner. Considerations of 

common good or public benefit are seldom involved in such an 

undertaking. In a public undertaking, not p ro f i t , but service 

to the people i s the governing consideration and, therefore , 

i t i s possible tha t t he undertaking i s run even at a l o s s , 

the loss being made good by subventions from the public 

exchequer. Veiy often the business i s run on no prof i t or no 

loss b a s i s , A cooperative combines i n i t the essen t ia l 

features of the other two forms of business organisat ions in 

t ha t i t i s intended to make p rof i t s for the benefit of i t s 

membership without at the same time ignoring i t s responsibi l i ty 

towards the general community. Moral values are as important i n 

a cooperative as f inancial gains for the members and tha t 

dis t inguishes i t c lear ly from a p i iva t e bus iness . Unlike a 

Government undertaking which may as well be supported from 

the general revenues of the State^ a cooperative cannot afford 
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to icwx at a loss^ because i t cannot draw on i t s own members 

to meet the loss without al ienating them. To maintain t h e i r 

loya l ty , i t must make prof i t s which should go back to the 

members as patronage dividend which w i l l mean lower cost of 

funds i f i t i s a financing i n s t i t u t i o n , lower prices i f i t 

i s a consumers'* organisation or higher prices i f i t i s a 

producers ' organisat ion. Yet another dist inguishing feature 

of a cooperative i s tha t i t deals primarily with i t s own members. 

A credi t cooperative i s formed by those who are i n need of credi t 

and a marketing cooperaU ve by those who want to market t h e i r 

agr icu l tura l or other products. The individual un i t s making a 

cooperative are generally weak and disorganised and i t i s to 

remove the weaknesses tha t they are organised in to a cooperative. 

This and the other aspects referred to e a r l i e r have a bearing on 

f inancia l management in the cooperatives whiclj i s the subject 

matter of t h i s paper. 

Credit and non-credit cooperatives 

2. Since the cooperatives can embrace every aspect of 

economic l i f e of a community, problems of f inancial manage­

ment cannot possibly be the same in a l l the types of 

cooperat ives. Broadly speaking the cooperative business 

organisat ions may be divided in to two categories v i z , the 

f inancing/resource/credit cooperatives and the manufacturing/ 

t rading/non-credi t cooperatives, Pximaiy credi t soc ie t ies -

agr icu l tu ra l and non-agricul tural or urban - cen t ra l financin'g 

agencies at the intermediate and apex leve l s (e .g . as in India 

a cent ra l cooperative bank, a primaiy land development bank, 

the s t a t e cooperative bank and the s t a t e cooperative 

land development bank) f a l l i n the f i r s t category. In the 

second category can be included marketing cooperatives, 
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processing soc ie t ies l i k e sugar fac tor ies and o i l m i l l s , 

consumers s to res , weavers and other types of i n d u s t r i a l 

s o c i e t i e s . The problems of f inancial management may be 

considered separately for these two categories of the 

cooperatives. However, one thing which i s common to a l l of 

them i s tha t they are borrowersV^sers^ organisat ions and as 

such the re may be a tendency amongst them a l l to sacr i f ice 

the i n t e r e s t s of the organisat ion as a business un i t for 

the tonporary benefit of the members. In other words, i t 

becomes d i f f i cu l t for them to recognise tha t the organisation 

as such has a personali ty of i t s own which must r i s e 

above tha t of individual members, f inancial management i n 

a l l the cooperative undertakings should at a l l times keep 

t h e i r permanent i n t e r e s t above the i n t e r e s t s of the un i t s 

which cons t i tu te t h e i r membership as well as the c l i e n t e l e . 

I , Credit Cooperatives 

Dividend not always an index of efficiency 

3, H.nancial management i n a financing or resource 

cooperative must concern i t s e l f with mobil isat ion of resou3?ces 

and the deployment thereof, A pr iva te o r commercial type of 

financing agency wi l l operate i n such a way as to ra i se t he 

resources as cheaply as possible and deploy them as dearly as 

can possibly be done so as to maximise i t s p r o f i t s . The 

prof i t s made are d is t r ibuted i n the form of dividend and the 

percentage of dividend declared i s taken as an index of 

an undertaking"s eff iciency, A cooperative financing 

agency must also t i y to ra ise the needed resources as cheaply 

as possible pa r t i cu la r ly when a subs tan t i a l portion thereof 

i s from those who are not i t s members. But the efficiency 

of a cooperative need not necessar i ly be judged on the basis 

of the quantum of p ro f i t s made or the r a t e of dividend declared 
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by i t especia l ly whea the benefit of the c red i t f a c i l i t i e s 

provided by i t i s derived primarily by i t s members for , by 

and l a rge , i t i s immaterial whether the i n s t i t u t i o n eava.s 

higher piofitf? by lending at a r e l a t i ve ly high r a t e of i n t e r e s t 

and then passes on the benefi t of the p ro f i t s i n the form of 

patronage dividends in proportion to the i n t e r e s t paid by 

them or whether i t charges i n i t i a l l y a lower r a t e of i n t e r e s t 

and earns r e l a t ive ly small p rof i t s and declares no patronage 

dividend or rebate at a l l . The grant of patronage dividend 

to the const i tuents means i n the f inal analysis a lower r a t e 

of i n t e r e s t on the loans . At the same time, care has to be 

taken to see tha t a f a i r re turn on the cap i t a l i s provided, 

for i t i s possible tha t not a l l who have contributed to the 

cap i t a l w i l l take advantage of the credi t f a c i l i t i e s extended 

by the cooperative financing agency or t h a t the c red i t 

obtained i s l e s s i n proportion to the cap i t a l contr ibuted. 

Resources 

4 . The resources of a cooperative financing agency should 

s t r i c t l y speaking be derived en t i r e ly from i t s members, for 

a cooperative i s expected to have dealings with i t s members 

only. In such a s i t ua t ion , the funds derived may f a l l i n two 

broad ca tegor ies , share cap i t a l and reserves and depositSj, 

for the l i a b i l i t y in respect of the l a t t e r has precedence 

over tha t to the shareholders who are e n t i t l e d to receive, 

i n the event of l i qu ida t ion , only the balance a f te r meeting 

the l i a b i l i t y towards the depositors f u l l y . Vflaile i t w i l l 

be ce r ta in ly idea l for a cooperative not to have any dealings 

with those who are not i t s members, i t may not be desirable 

and seldom pract icable for i t to do so . I n most developing 

countries of Asia, Africa and Latin America, the base l eve l 

organisat ion fbr c r ed i t , marketing, processing or supply-

i s expected to play a role which goes beyond i t s membership 
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or the o ther chooses to remain outside i t s fold, A prtmaiy 

agr icu l tu ra l c red i t society, for instanoG^ may be regarded 

as an instrument of econoffiic development i n the ru ra l areas 

and as such asked to undertalce the respons ib i l i ty to stock and 

supply inputs of agr icul ture o r essent ia l cons^iaption goods which 

are in short supply to everyone without looking in to vfhether he 

i s a member or a non-member, although the l a t t e r may not be 

supplied any goods oxi cre.dit . 

State par tnership 

5. i-ihen i t i s a question of resources, the cons t ra in ts 

ar is ing from deriving these only from rcembors become 

obvious. By and large the general body of K-sr.berGhip of 

the primaiy cooperative operating in a rira?. area consists . 

of people of small means and i t i s seldo'ii possible for them 

to contr ibute a l l the cap i t a l required to enable i t to 

command the needed funds. I t may not be pcssible for them 

to r a i se even the manirn'om ajnount of Cc,pital STCSI i t s 

members,right from the beginning. The wsckness of a 

cooperative in t h i s regard v i s - a -v i s a pr ivate or public 

undertaking i s generally accepted and i f , therefore , a 

cooperative i s asked to ra i se the needed cap i t a l i t s e l f , the 

progress of cooperative enterpr ises may be slow or such 

enterpr ises may not be able even to cone Into exis tence. 

The respons ib i l i ty of the State in t h i s i-egard has been 

recognised, because i t i s only the Stato which can possibly 

lend i t s support to the weaker sections of the communityc 

Thus, for ins tance , the Production Gx-edlt Associations which 

were organised in the U.S.A. under the Farm Credit Act of 

1933 s t a r t ed i^ath 100 per cent cap i t a l provided by the Ck3vem-

ment. I t took 'almost 4.0 years for the ent i re farm cred i t 

system which was establ ished in pureua'-ice of the Act of 1933 

to r e t i r e t he Government c ap i t a l complete^y^ 
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6. I t was i n recognition of the d i f f i c u l t i e s involved i n 

the weaker sections of the society ra is ing an adequate c ap i t a l 

base tha t the All-India Rural Credit Survey Goimnittee (1954) 

st iongly recommended State Partnership i n the cooperat ives . 

The obseivations and the reooinmendations being veiy relevant 

are quoted below : 

"The f a i lu re of cooperative c red i t i s explicable 
in teims of the t o t a l imprac t icabi l i ty of any attempt 
to combine the veiy yesk i n competition with the 
veiy strong and expect them by themselves to c rea te 
condit ions, f i r s t l y for t h e i r eniancipation from 
the i n t e r e s t s which oppose then, and secondly for 
t h e i r social and economic develojment in the context 
of the severe disadvantages h i s t o r i c a l l y imposed on 
them by a s t ruc ture of the type described. The 
problem i s not one of reorganisat ion of cooperative 
credi t as of the creat ion of new conditions in which 
i t can operate effect ively and for the benefi t 
of the weaker. The prevai l ing conditions cannot be 
transformed by the veiy persons who are oppressed and 
rendered weak by t h e i r ex i s tence . The forces of 
transformation have to be at l e a s t as powerful as 
those which are sought to be counteracte_d. Such 
forces can be generated not by Cooperation alone 
but Cooperation in conjunction with the S ta te . " 
(Report Vol. I I . p , 279) 

The recommendation was acoeptsd and i s an important 

feature of the schemes of economic development through 

the cooperatives under the Five Year Plans of Ind ia . To 

f a c i l i t a t e partnership of the State i n the cooperatives, 

the Reserve Bank of India Act was amended to es tab l i sh the 

National Agricul tural Credit (Jjong-teim Operations) Rind to 

which appropriations are made annually out of the Bank*" s 

p r o f i t s . 

State partnership - Partnership among.equals 

7 . While State par tnership m ^ be inev i t ab le for 

strengthening the cap i ta l base of the financing cooperat ives, 

the State should not enjoy any spec ia l r igh t s o r pr iv i leges 
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i n the matter of dividend on the cap i t a l provided o r control 

over the management v i s -a -v i s the other share-holders . 

The association of the State should be regarded as a 

par tnership among equals and not used as a lever to 

intervene i n the affa i rs of the cooperative and reduce i t 

to the posi t ion of a department of the Government. At the 

same time, the cooperative should not forget the importance 

of se l f -he lp and, therefore , require i t s members to contr ibute 

to i t s share cap i t a l in proportion to the benefi ts they 

receive from i t , . I t i s an universal ly accepted pract ice 

i n a financing cooperative to make a member contr ibute 

5 to 10 per cent of what he borrows from i t torwards i t s 

share c a p i t a l . JUrther contr ibut ions are expected i f he 

obtains c red i t year af ter year u n t i l the cap i t a l held by 

him reaches a given proportion, say, 20 per cent of what he 

borrows. In t h i s manner and with the accretion to the 

reserves, the cooperative may a t t a in sel f -suff ic iency and 

r e t i r e the Government cap i t a l tha t mey have been provided to 

i t i n i t i a l l y . 

Federations of c redi t cooperatives 

8. A financing cooperative cannot possibly meet the needs 

of i t s members depending on the cap i t a l ra ised from them 

and contributed by the Government, The cap i t a l resources 

have to be supplemented subs tan t ia l ly in several o ther ways 

through deposits of various types and subscript ions to bonds 

and debentures issued by i t . The point for consideration i s 

whether the cooperative should confine i t s e l f for the funds 

to i t s members and/or tap the wider sphere outside i t s member­

sh ip . Al ternat ively , the re may be special i n s t i t u t i o n s 

established which are not owned and managed by the cooperatives, 

but are created to meet t h e i r requirements pr imar i ly . Rir ther , 

i t i s c l ea r tha t i f a cooperative taps deposit and 
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other resources from members and non-members, but confines 

i t s e l f to a liffiited area which i s the case with the base 

l eve l primaiy credi t socie ty , the scope becomes veiy l imi ted 

and the savings i n the area tha t could be tapped may be 

insuf f ic ien t to meet the needs of i t s membership e n t i r e l y . 

Consequently, i t mgy be advantageous for the primaries to 

federate at a d i s t i l c t o r regional level and for the l a t t e r 

organisat ions to again federate themselves into an apex 

body so t ha t the federations would not only act as balancing 

centres for the lower l eve l a f f i l i a t e s , but also have an 

access to the savings of the community in general and also 

to the money market of the country. This i s the reason for 

the emergence and continuance of the three t i e r s t ruc ture 

i n the cooperative c red i t agencies providing short-teim 

and medium-term credi t in countr ies l i k e India and Japan. 

In India each of the States has a s t a t e cooperative bank at 

the apex, a cent ra l cooperative bank at the d i s t r i c t o r 

intennediatq4evel and a primary society serving individuals 

d i rec t ly i n a v i l l age or group of v i l l ages o r in a town or 

c i t y . In Japan there are base l eve l multi-purpose or single 

purpose cooperatives which are federated i n t o prefectural 

federations for c red i t for each one of the 4.6 prefec tures . 

At the apex leve l i s the Central Cooperative Bank for 

Agriculture, BDrestiy and ELsheries Cooperatives. 

Posi t ion i n Japan and the U.S.A. 

9 . The point was ra ised whether a cooperative financing 

agency should borrow in the form of deposits only from i t s 

members or loans from the higher l eve l financing cooperative 

federations which themselves act as mere balancing centres 

in the sense that the surplus fund^ of one un i t are l en t to 

another which i s i n need of loans . I'Juch w i l l depend upon 
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how extensive, and intensive i s the coverage of the 

cooperatives at the base leve l and the savings potent ia l i n 

the area i n which they opera te . At one end i s the pic ture 

of the cooperative financing in s i t u t i ons in Japan which 

derive t h e i r deposit and other resources almost exclusively 

from t h e i r members^ Over ij'^th of the deposits of the 

prefectura l c redi t federations and the Central Bank for 

Cooperatives are derived from the agr icu l tu ra l and other 

cooperativesi Such degree of se l f - re l i ance i s somewhat 

ujaparalleled and the Japanese cooperatives deserve a l l the 

pra ise in achieving i t over a period of years through 

sustained ef for t s and firm determination. At the o ther end 

i s the arrangement obtaining i n the U.S.A. i n which the 2 

^federal Intermediate Credit Banks provide loans to the 

Production Credit Associations for shor t - tena and medium-

term agr icu l tu ra l production purposes, the 12 Federal Land 

Banks provide support to Land Bank Associations an.d the 

13 Banks for Cooperatives accommodate the cooperatives 

engaged in marketing and p3x»cessing of agr icu l tu ra l produce, 

the production and d i s t r ibu t ion of agr icu l tu ra l i n p u t s . 

The 37 banks of the farai c red i t system in t h e U.S. ra i se 

the funds needed by f loat ing bonds and debentures in the 

money market. The 12 Federal Intermediate Credit Banks, 

the 12 Federal Land Banks and the 13 Banks for Cooperatives 

f loa t bonds at regular i n t e rva l s to meet the maturing 

bond l i a b i l i t y o r to ra i se addi t ional funds, through a 

common f i s c a l agent operating from New York, on t h e i r 

j o in t and several l i a b i l i t y and supported by the co l l a t e r a l 

securi ty of the loans advanced by them. The bonds do not 

carry the guarantee of the Government, 



91 
ACCM - BP 
F inanc i a l Management in 

the Cooperatives 

10 

The posi t ion i n India 

10» In between the two extremes of almost complete self-

rel iance i n the matter of funds and subs tan t ia l re l iance 

on funds derived from outside the movement obtaining i n 

Japan and the U.S.respectively, i s a system obtaining i n 

Ind ia . All the cooperative credi t i n s t i t u t i o n s mentioned 

e a r l i e r v i z . the primary c red i t soc i e t i e s , the cen t ra l 

cooperative banks and the s t a te cooperative bank i n each of 

the States of the Indian Union are permitted to accept a l l 

types of deposits from the public and in fact the banks 

are subject to the s ta tu tory control of, and inspections by, 

the Reserve Bank i n the same manner as the commercial banks. 

The sources of funds of the cooperatives at a l l the l eve l s 

are t h e i r respective owned funds, deposits from the public 

and borrowings f3X)m the higher leve l financing i n s t i t u t i o n . 

However, these prove inadequate and are being supplemented 

to a very small extent by funds provided by the Government 

and to a la rge extent by t h e borrowings from the Reserve Bank 

of Ind ia . Such borrowings cons t i tu te roughly 40 per cent of 

the short-term and medium-teim agr icu l tura l ly ah s provided 

by primary agr icul tura l c red i t s o c i e t i e s . The re fLn^ce from 

the Central Bank of the country on a somewhat l i b e r a l basis 

i s unique and has been i n operat ion for over 25 years now. 

In the sphere of long-term agr icu l tura l c red i t operated by a 

separate wing of cooperative c red i t i n s t i t u t i o n s cal led the 

State Cooperative Land Development Banks working through 

a f f i l i a t ed primary land development banks o r t h e i r branches, 

almost a l l the funds are derived from outs ide the movement 

through the i ssue §jP ordinary, special o r ru ra l debentures 

•ssfcieh carry the guarantee of the respect ive State Govena-

ment for t he payment of i n t e r e s t and repayment of t h e 
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p r inc ipa l . The ordinajy debentures are subscribed by the 

Life Insurance Corporation of India , the commercial and 

cooperative banks, the Central and State Governments, the 

Reserve Bank of India, i f necessary, and the general publ ic . 

The specia l development debentures receive contributions 

from the Agricultural Refinance Corporation (an autonomous 

corporation established by the Government of India for 

refinancing long-term investment i n agr icu l ture , ho r t i cu l ru r e , 

f i sher ies and forestry with majority shareholding by the 

Reserve Bank) and from 10 to 25 per cent from the State 

Government concerned. The rura l debentures are intended 

for individuals in the ru ra l areas and are issued to than 

and the Reserve Bank only, 

M-xed arrangement sui table 

1 1 , The f inancial posi t ion and operat ional efficiency of 

the cooperative c red i t i n s t i t u t i o n s in the South East Asian 

countries being what i t i s at present , i t w i l l be u n r e a l i s t i c 

to expect them to reach the posi t ion of self -suff ic iency as the 

cooperatives in Japan or tha t of the cooperatives i n the U.S.A, 

where the resources are raised mostly from outside the movement, 

but without any f inancial backing of t he Government, although 

with the general supervision provided by the Farm Credit 

Administration established by the Government, BDT many years 

to come probably the cooperative c red i t agencies in the region 

may have to rely to a . substant ia l extent on the support of the 

Goverament or Government sponsored i n s t i t u t i o n s , . However, 

the object ive should be to make them independent of direct 

o r i n d i r e c t f inancial support by ra i s ing 'i-esources needed 

by them from t h e i r members or from the general public through 

deposits and bonds issued on the s t rength of the i n s t i t u t i o n s 

themselves and not that of the Government, I f they are 

to ra i se funds through depos.its i t i s c l e a r t ha t , they must 
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provide a l l the banking f a c i l i t i e s and services needed by 

the depositors and must carry on continuously an e^ggressive 

cajapaign to compete with the other sector oT banking which 

i s generally known to be qui te aggressive and successful i n : 

the mobilisation of the savings of the people. The cooperative 

banks wi l l have to emulate the example of t he commercial banks 

in t h i s respect and opc>av-awM<aenaM;uw©3fto^ft?th€ir'lrah^hes'-^d 

improve i n every manner t h e i r image i n the publ ic . One of the 

measures which i s expected to help them i n t h i s behalf i s t h e 

f a c i l i t y of insurance of t h e i r deposi ts . In India, the 

Deposit Insurance Corporation which • .s establ ished i n i t i a l l y 

to insure the deposits in the commercial banking system 

i s prepared to extend i t s cover to the deposits in the cooperative-

banks iinder cer ta in condi t ions. The image of these banks i n t h e 

eyes of the public can improve also i f the Government 

recognises them for the deposit of funds of public corpo­

ra t ions , loca l bodies and other Government and semi-Government 

bodies. At the same time, dis incent ives to borrow have to 

be b u i l t in to the system where subs tan t ia l funds are derived- . -••• 

from^the Government or Government sponsored c red i t agencies. 

Thus, for ins tance , f inancia l accommodation from the Reserve 

Bank of India i s l imited to four times the owned funds of 

a cent ra l cooperative bank, Rir ther , under a scheme 

recently introduced the r a t e of i n t e r e s t on t h e accommodation 

from the Bank i s linked with the efforts at deposit mobil isat ion 

of the concemed centra l cooperative bank. 

Measures to cheapen the cost of funds; 
Short-term and medium-term 

12. I t was mentioned t h a t a financing bank shoiild 

ra i se funds as cheaply as possible and lend as dearly as 

possible so as to maximise the p r o f i t s , although i n a 

cooperative i t i s immaterial whether i t makes large 

p rof i t s by charging r e l a t i ve ly high ra tes and declares a 
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high ra te of dividend or makes low prof i t s by charging a 

lower r a t e of i n t e r e s t , because the benef ic iar ies i n e i ther 

case are mostly the same. The attempt should, however, be 

to keep the cost of the funds as low as poss ib le . In the 

arrangement prevail ing i n the U.S. the sale of bonds on the 

consolidated securi ty of the Federal Intermediate Credit 

Banks or the Federal Land Banks or the Banks for 

Cooperatives, as the case may be, through a f i s ca l agent 

throughout the aowatry ensures funds at the wholesale r a t e s . 

Where deposits from meiabers and non-members are the main or 

an important source of funds, the average cost of the deposits 

can be lower where the proportion of current or savings 

deposits i s f a i r ly high as compared to the time o r fixed 

deposi ts , because while the current deposits generally do 

not cariy any i n t e r e s t , the i n t e r e s t on fixed deposits r i s e s 

progressively as the period of the deposits i s longer . To 

t h i s must be added the administrative costs of managing the 

deposit accounts which msy be even 3 per cent of the deposits 

ra i sed . The average cost of the funds can be lowered to some 

extent i f funds raised -through borrowings from higher flnan'-

cing agencies are charged a lower or even a concessionery 

r a t e . In India , fbr ins tance , the f inancia l accommodation 

from the Keserve Bank for seasonal ag i i cu l tu ra l operations 

i s provided to a s t a t e cooperative bank at 2 per cent 

below the Bank Rate. The Bank Rate- being 9 per cent now 

(November 1975), the. effective ra te i s 7 per cent to the s t a t e 

cooperative bank and as the l a t t e r banks generally operate 

on a margin of -g- per cent, the cen t ra l banks -get the funds 

derived from the apex bank at about 7-|- per cent , which works 

out to a saving of about 1 per cent , as the cost of deposits inc lus ive 

of the administrat ive expenses comes to about 8-^ per cent . 
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Long-term funds 

13 , Long-term funds generally cost more on account of the 

much higher ra tes of i n t e r e s t on the long-term depos i t s . 

The economic lending ra tes on the long-term loans thus 

should be higher than on the short-term loans . But then the 

burden of the i n t e r e s t may be beyond the capacity of what the 

t r a f f i c can bear thereby affecting adversely long-teitn 

investment in agr icul ture o r indus t ry . I t i s necessary, 

therefore , . to see tha t funds are raised at r a t e s which are 

lower than the deposit r a t e s . In Japan the Agriculture, 

Forestry and ELsheries Jinance Corporation which was 

establ ished by the Government arranges loans for long-term 

investment at r e l a t ive ly low rates out of funds derived 

from Government sources. In India the main source of funds 

for the cooperative land development banks are the debentures 

carrying Government guarantee. The ra tes of i n t e r e s t on 

Government secur i t i e s or Government guaranteed bonds and 

debentures have been del iberate ly kept low. The ra t e on 

bonds/debentures with a maturity of 10 years comes to 

6 1/4. per cent whereas the r a t e on fixed deposits with 

banks for periods exceeding five years now i s 10 per cent per 

annum. I t i s not uncommon for the Government to subsidise 

d i rec t ly or ind i rec t ly the ra tes on long-term funds for the 

cooperatives for promoting long-term investments in agr icul ture 

and indus t ry . 

Rates of i n t e r e s t on loans 

14.. Loan pol ic ies and procedures are.an i n t e g r a l 

par t of f inancia l management representing the demand side 

of funds, f i r s t l y , one has to consider the question of 

the ra tes of i n t e r e s t on the loans . I t i s obvious tha t 

the average ra te of return on the funds invested i n the 

loans primarily and o ther investments to a l imi ted extent 
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for maintaining a cer ta in degree of l i q u i d i t y , s ta tu to iy or 

customary, should be such as to meet the cost of the funds, 

a l l the administrative and operational costs including 

those on supervision over the end use of c red i t 

and leave a surplus to build up s ta tu tory and other 

reserves and pay a minimum ra te of dividend on the 

c a p i t a l . I t does not mean that a l l the loans should cariy 

the satae r a t e of in teres t* As a guiding pr inc ip le one 

may suggest that loans for productive p u r p s e s and those 

tha t reach the ul t imate borrower through one or more 

intertnediaries e .g . a cen t ra l cooperative bank and a 

primary c red i t society should be lower than on the 

loans for financing trading or manufacturing a c t i v i t i e s 

where the turnover of funds i s l a rge r and the loans are 

made d i r ec t ly to the benef ic iary. I t i s possible to 

introduce i n t e r e s t ra te d i f f e ren t i a l not only for the 

borrowers for the different purposes, but also in respect 

of borrowers for the same purpose. Thus, for exaPiple, 

some cooperative banks in India have recent ly introduced 

lower ra tes of i n t e r e s t on the loans to small farmers 

than on the loans to medium and big farmers. A copera-

t i ve i s not only a business organisat ion, but has to 

subserve moral and social object ives and hence differen­

t i a l r a tes can be j u s t i f i e d not only on economic or 

business considerat ion, but also on grounds of soc ia l 

j u s t i c e to the weaker sections of the community. 

Other aspects of loans 

15. The benef ic iar ies of the loans, the quantum, the 

duration and securi ty are the other aspects of the loans 

which may be considered next , ytoile the funds may be 

derived by a cooperative financing agency par t ly or 

subs tan t ia l ly from outside the movement, the benedi.claries 

of loans must necessar i ly be i t s members. Among the 
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benef ic iar ies again the financing bank mgy deteimine i t s 

p r i o r i t i e s . Thus for instance the f i r s t p r i o r i t y m ^ be 

accorded to those who are engaged i n production, the second 

to those who handle-the inputs or raw mater ia ls or 

production, the t h i r d to those who trade on finished products 

and the l a s t ' to those who would use the f a c i l i t y for 

consumption. Even among the benef ic iar ies of loans for the 

different purposes, p r io r i t y m ^ be accorded to the 

persons of small means because i t i s to serve t h e i r i n t e r e s t 

tha t a cooperative i s generally brought in to existence. 

The quantum of credi t wi l l depend upon the ac t iv i ty to be 

financed. Thus i n agr icul ture , the quantum should i n no 

case exceed the cost of inputs of agr icu l ture including 

in seasonal operations h i s labour charges and the repaying 

capacity of the farmer assumed at a cer ta in proportion of 

the gross value of agr icu l tu ra l produce. In the case of 

investment agr icu l tu ra l c red i t the repaying capacity should 

be determined with reference to the incremental income gene­

rated by the investment. In an urban cred i t socie ty , the 

quantum may be re la ted to a borrower''s annual income from 

sa la r i e s and wages. In a t rading or manufacturing coop­

e ra t ive , the quantum should depend upon i t s annual turnover 

so far as working capi ta l requirements are concerned. 

The loans for fixed assets have to be only up to a propor­

t ion of the cost - ssy, 50 to 60 per cent . The duration 

of the working cap i ta l or seasonal loans should not 

generally be more than one yea r . Loans for" durable or 

fixed assets should not exceed the l i f e of the a s s e t . 

In determining the t o t a l long-term loans, the financing 

cooperative has to take care to see t ha t such loans are 

within i t s term resources. I t i s a sound banking p r inc i ­

ple tha t a bank should not borTXiw short end lend long. 
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The l i f e of the investment and the repaying capacity 

both j u s t i i y a loan for, say, 10 years or more and i f the 

i n s t i t u t i o n does not have resources to correspond such a 

loan, i t w i l l be advisable to require the borrower to turn, 

to another financing agencye even outside the cooperative 

sector for the needed funds. In India , for ins tance , 

cooperative sugar, o i l or spinning mi l l s or cooperative 

f e r t i l i z e r fac tor ies have been accoinEx>dated by the Indus­

t r i a l ELnance Corporation of India o r the Life Insurance 

Corporation of India , both of which- are public sector 

undertakings. The i n d u s t r i a l Development Bank oflndia 

also provides long-term loans to big-sized indus t r i e s in 

the cooperative sector l ike the Indian F e r t i l i z e r Cooperative, 

Security for agr icul tura l loans 

16, The cooperative c red i t movement was founded i n a 

way by Raiffeisen and in the soc ie t ies organised on h i s 

model, the emphasis was on honesty, i n t e g r i t y and industry 

of an individual i . e . to personal qua l i t i e s ra ther than on 

tangible securi ty which the individual could o f fe r . At the 

individual l eve l , the secur i ty in a cooperative should 

be more personal than tangible and, there fore , the 

e l i g i b i l i t y and the quantum of c red i t should be determined 

with reference to h i s productive ac t iv i ty and not the 

securi ty offered. The system of lending should be no secur i ty , 

but production or ien ted . This does not mean tha t tangible 

secur i ty should not be taken even where i t i s available-. 

In fac t , i n such cases i t should be i n s i s t ed upon for, then 

one i s sure tha t the borrower may, in a l l probabi l i ty 

continue to be in the business for which a loan has been 

taken and tha t he w i l l not try to r a i se another loan on the 

same secur i ty and get h i s posi t ion overextended^ The idea i s 

t ha t a loan should not be denied to an individual merely 
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because he cannot give tangible securi ty and tha t i t may 

not be given merely because he gives tangib le secur i ty . 

The purpose of the loan and the personal character of the 

individual should be more important than the tangible secui i ty 

provided. A higher fLnancing agency accommodating the base-

leve l pilrflaiy Credit society should not refuse to refinance 

the loans advanced by the l a t t e r to those who had not given 

tangible secur i ty , provided i t i s s a t i s f i ed tha t the purpose 

and the personal character of the individuals have been duly 

looked i n t o . To safeguard i t s own i n t e r e s t , the financing 

bank may reimburse not 100 per cent of the loans for a given 

purpose, but only a proportion so tha t the involvement of 

the primary from i t s own resources serves as a margin of 

securi ty for i t s advances. 

Security for loans to trading and 
manufacfaring cooperatives . 

17. The securi ty considerations in financing the t rading, 

processing, manufacturing o r supply soc ie t i e s should be 

as i f these were private or public sector undertakings. 

A special dispensation i s not ca l led for or warranted merely 

because i t i s a cooperative business undertaking and the 

financing bank i s a cooperative. The r isk of price 

f luc tuat ions and managerial inadequacies are more or l ess 

Goinmon and measures have to be taken to provide safeguards 

against theia, Ear ins tance , loans for meeting block capi ta l 

needs of cooperative manufacturing un i t s may be provided by 

maintaining a debt-equity r a t i o of 1:1 or at the most 1 .5J l . 

The debt servicing burden consis t ing of annual payment of 

i n t e r e s t and of instalment towards the repayment of the 

pr inc ipa l m ^ go beyond the capacity of the u n i t , i f the 

equity base i s smaller than what has been indicated above. 
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A trading cooperative may be accoraiaodated against 

hypothecation or pledge of the coinmodities traded with 

appropriate margins. The margins in the former case 

are higher than in the case of accommodation against pledge, 

as i n the l a t t e r s i tuat ion the commodities are in the physical 

custody of the lender while i n the case of hypothecation 

c r e d i t , the commodities remain in the possession of the 

borrower, although the lender has a r ight to take possession 

of the goods any t ime. I t i s needless to say that the goods 

pledged for hypothecated w i l l be properly stored and ade­

quately insured . The margins prescribed i n India are •. 

generally 15 to 25 per cent for loans against pledge of 

goods and 25 to 4D per cent for advances against hypothecation 

of the goods in t r a d e . Generally, accommodation on a 

clean basis i s not recommended where l imi t s have been 

sanctioned against the hypothecation or pledge of goods for 

t ha t vrould d i lu te the margins for the other types of 

c red i t f a c i l i t i e s . Even in deteimining the s ize of the 

l imi t s i n t rading cooperatives, not the securi ty of t he 

goods, but the turnover should be the guiding consideration, 

as otherwise the c red i t f a c i l i t i e s provided may lead to an 

unwarranted inventory bui ld ing. Credit should no doubt be 

timely and adequate to sustain the production or t rading 

a c t i v i t y , but should not be so fac i le as to make the borrower 

somewhat extravagant and uinmindful of i t s judicious u se . 

Arrangement for s t ab i l i z a t i on 
of agr icu l tu ra l c red i t 

18. In the sphere of agr icu l tu ra l credi t the inherent 

advantage of a priniary c red i t society i s well recognised a l l 

over the world, " ' ^e re l a rge r production i s the aim, the 

moneylender^s c red i t i s obviously unsu i tab le . The a l t e rna t ive 

i s i n s t i t u t i o n a l c r ed i t , pr ivate or o ther , but t h i s tends 

more thaw ever to confine i t s e l f to the bigger cu l t iva to r s 
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i f i t i s not channelled throiigh some form of cooperative 

association of the borrowers" (All India Rural Credit Survey, 

1954. Vol. I I - p .372). Consequently, the cooperatives are 

already handling a sizeable portion of the t o t a l c red i t provided 

for agr icul ture and where t h i s i s not so the attempt i s to 

improve t h e i r signifLcance. Since agr icul ture i s susceptible 

to the vagaaries of nature and since large areas in every 

country of the South East Asian region are exposed to droughts 

or floods, the i n s t i t u t i o n s dealing i n ag r i cu l tu ra l c red i t have 

to meet s i tua t ions ar is ing out of na tura l calamit ies which 

adversely affect the repaying capacity of the farmers and 

consequently t h e i r own a b i l i t y to honour t h e i r obl igat ions 

to the depositrs and other c r e d i t o r s . To overcome t h i s d i f f i cu l ty , 

the Al l - India Rural Credit Survey Committee recommended the 

establishment of Agricul tural Credit S t ab i l i s a t ion JUnds at the 

levels of the cent ra l and State cooperative banks and at the 

nat ional level in the Reserve Bank. The cooperative banks are 

required to contr ibute a given proportion of t h e i r net p ra f l t s to 

the JUnd to which the Government contributes amounts i n excess 

of the dividend of 3 per cent on t h e i r c a p i t a l in the i n s t i t u t i o n s . 

Besides, ad hoc contr ibutions are made to the F[xad out of 

outr ight subventions and long-term loans from the Government 

carrying a low ra te of i n t e r e s t , as the appropriations out 

of the p ro f i t s of the i n s t i t u t i o n can only be meagre in r e l a t ion 

to the requirements. The National Agricul tural Credit 

(S tab i l i sa t ion) Fond which i s maintained by the Reserve 

Bank receives contributions out of i t s annual p r o f i t s . 

When a s i tua t ion ar ises in which damage due to natura l 

calamities affects the crop y ie lds by more than 50 

per cent , t he short-teim loan taken at each leve l v i z . the 

individual farmer, the primary society , the cen t ra l coopera­

t ive bank and the s t a t e cooperative bank i s converted into a 

medium-term loan for 3 to 5 years by drawing on the S t a b i l i ­

sat ion SUnds. As a r e su l t , t h e individual i s assured of 
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adequate c red i t for h i s next year^'s operations and the 

i n s t i t u t i o n s are able to meet t h e i r ob l iga t ions . Otherwise, 

a s i tua t ion l ike t h i s would have caused a severe s t r a in on 

t h e i r l i q u i d i t y . In Japan also there i s a Natural 

Disas ter , Rehabil i ta t ion Rind to which contr ibut ions are 

received from private funds, ag i l cu l tu ra l cooperatives and 

banks. Loans at concessional ra tes are provided to farmers 

who suffer damages on account of na tura l d i sa s t e r l i ke 

typhoons, floods, earthquakes e t c . State and local bodies 

provide an i n t e r e s t subsidy to the lending i n s t i t u t i o n to 

enable the l a t t e r to charge a lower than i t s economic 

lending r a t e . These bodies also stand guarantee for these 

loans and compensate the i n s t i t u t i o n s in case of defaul t . 

The examples of India and Japan poirt out to the need for 

specif ic funds to take care of s i tuatbns ar is ing out of 

na tura l calamities so tha t the l i q u i d i t y , s t a b i l i t y and 

efficiency of the cooperative financing i n s t i t u t i o n s are not 

impaired, 

I I , Mon-credi't Cooperatives 

State par tnership & support 

19, The problems of f inancia l management in cooperative 

marketing s o c i e t i e s , consumers s tores soc ie t i e s and 

cooperative manufacturing and pirocessing concerns are 

different from those of the resource cooperat ives . In a l l 

the cases of non-credit organisat ions the equity base has 

to be suff ic ient to enable them to provide t h e margins pres­

cribed by the lending agencies to which a reference has 

been already made, A cooperative being an associat ion of 

persons with common i n t e r e s t can tap cap i ta l from not a l l 

the sections of the community and not from anywhere, but only 

from a l imi ted number of individuals or from a l imited 
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area. The people are bound together not by the des i re to 

maximise the return on cap i t a l , but by a desire to get goods 

as cheaply as possible as in a consuaiers society, or s e l l 

goods as dearly as possible as in a marketing cooperative 

or s e l l the finished products as dearly as possible as i n a 

cooperative sugar fac to ly . Since those who arc bound by the 

common bond of service are people of small means, i t i s 

seldom tha t the cooperative trading and manufacturing concerns 

can mobilise a l l the cap i t a l needed even to make a beginning. 

This i s recognised i n India where the re are two ways i n which 

the share cap i ta l base i s strengthened, ELrstly, the Govern­

ment pa r t i c ipa t e s in the share cap i t a l of cooperative marketing 

soc i e t i e s , processing soc ie t ies and consumers s to res s o c i e t i e s . 

Secondly, the Reserve Bejik of India Act enables the Bank to 

grant medium-term loans to farmers and a r t i sans for periods 

extending upto 5 years to purchase shares i n concerns engaged 

i n the processing of agr icu l tu ra l produce on a cooperative 

b a s i s . 

20. I t i s not enough to make arrangements for the 

col lec t ion of reqiiired cap i t a l by the cooperat ive. Some of 

them may need large amounts by way of block cap i t a l loans . 

Lending agencies, pa r t i cu la r ly outside the cooperative 

sector which control long-term resources, are generally h e s i ­

t an t to grant large loans with matur i ty extending over a 

long-period. A cooperative i s a democratic body where on. 

man vote i s the ru le , and hence one i s not sure whether 

persons of established i n t e g r i t y , industry and efficiency 

wi l l always be at the helm of a f f a i r s . In short , the 

lending agency i s not sure whether the cooperative wi l l 

develop a personali ty of i t s own which i s governed by business 

and economic considerations and r i s e s above the i n t e r e s t 

of the individuals who are i t s members. Such confidence can 

cer ta in ly be created, but i t may take some time to do so . 
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In the meaAwhile, the lending agency may have to rely upon 

the assurances given by o t h e r s . One can think of 

only the Government coming forward to do so, because the 

Government i s in te res ted in the well-being of the economi­

ca l ly weaker sec t ions . In India the Government extends 

guarantees to the long-term loans provided by the Indus­

t r i a l Finance Corporation of India , the Life Insurance 

Corporation of India or the Indus t r i a l Development Bahk of 

Ind ia . I t i s t h i s gesture as well as t ha t of d i rec t 

par t ic ipa t ion i n the equity by the Government t h a t has 

been in no small measure responsible for the increasing 

contribution of the cooperatives i n India i n marketing 

and prxDcessing of agr icu l tura l produce and d i s t r ibu t ion of 

inputs of agr icul ture or e ssen t i a l domestic requirements. 

Measures to a t t a in self-suff iciency 

21. i inanc ia l management of a very high order i s 

needed in a cooperative which comes in to existence on the 

basis of the massive support extended by the Government, 

Government par t i c ipa t ion in the share cap i t a l and Govern­

ment guarantees for the term loans can be the reasons 

for taking over the control of the cooperative in case the 

f inancial r e su l t s are disappointing. The a f fa i r s must 

be managed in such a way tha t not only are the instalments 

of the loans paid i n time, but arrangements are made to 

r e t i r e the Government c a p i t a l . In i t s anxiety to please 

i t s membership a marketing or processing cooperative should 

not t r y to purchase from i t s members ag r i cu l tu ra l produce at 

pr ices or a consumers s tores society should not tiy^ to s e l l i t s 

goods at lower than the market prices or a manufacturing 

cooperative should not postpone providing adequate depreciation 

in respect of i t s fixed a s s e t s . Each one of these organisat ions 

must operate f i r s t on commeircial or business l i n e s and i n case 
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there I s a surplus af ter meeting a l l the commitments including 

those in respect of loans guaranteed by the Goveinment or the 

Government contribution to share c a p i t a l , the saae m ^ be 

d is t r ibuted among the members as patronage dividend. J inancial 

management i n these circuaastances becomes an exercise i n 

walking on a t i gh t rope, because i t i s not an easy job to 

convince the large body of membership of a cooperative trading 

or manufacturing concern tha t they mjaet s ac r i f i ce t h e i r 

temporary gains in the l a rger i n t e r e s t of the organisat ion. 

gs/8I175 
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A CONCEPTUAL PEAMEWORK OE FIIAITCIAL 
MANAGMMT OP COOPEPuA.TI?ES 11 THE PHILIPPIIOIS 

The Approach? 

This paper will overlook the financial practices and theories of 

cooperatives in the Philippines in the expectation that such a survey or 

review can be undertaken by a government agency that has a better over­

view of the cooperative movement. As a participant from the private 

sector^ I shall attempt to analyze the financial framework of cooperatives 

against a historical5 cultural, legal and governmental backdrop, along 

with the economic and business climate now prevailing and expected to 

prevail in the next ten (lo) years. This approach is premised on my 

observation that the cooperative movement ±n the Philippines has not yet 

been demonstrated to a level of economic significance and at best is only , 

at its infant and conceptual stage inspite of the many cooperative laws 

and the several attempts to organize many types of cooperatives in the 

last three decades. 

Legal Pramework of Cooperativess 

We have several laws covering most types of cooperatives; both 

credit and non-credit. We also have the framework of a national coop­

erative bank, now defunct. We also have se veral cooperative schemes 

incorporated in the lending programs of state banks. There are also 

special and agrarian cooperatives which continue to exist today which 

are indeed remnants of past efforts of different administrations. 

The newly rekindled interest on cooperatives is a by-product of a re-

rrganization of political ujaits in the barrio level, such asj the Barangays 

and the Samahang Nayons, As you carry out land reform and restructure 

political and economic units, the cooperative system of doing business is 

always looked upon as the most appropriate system to maintain the 

economic viabilities of production units, especially in the agricultural 

sector. 

There are also cooperatives covered by special laws such as Building 

and Loan Associations, There are also special laws covering tiered 

cooperatives at provincial and national levels, exemplified by wholesale 

societies and marketing cooperatives, the more prominent of which are 

now collaborating in the sponsorship of this symposium. 
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We can easily discern from this enuineratlonj which is not even exhaustive, 

that these cooperatives are not operating londer a si^le charter; that 

their supervision and development are not centralized or even rationalized} 

borne perhaps by the fact that their creation are sometimes mere by-

prodLicts of a bigger concept! or that they are remnants of now defunct 

agenciesj or that they are mere consequences of banking policies as a 

means to achieve greater social and economic ends. 

This indeed5 is a challenge to any public administrator given the 

task to promote and encourage cooperatives because he lias to contend 

with different agenciesj such asj the Office of the President; the 

Department of Trade, Department of Local Government, the Central Bank, 

the Home Financing Commission^ Provincial and Municipal G-overninents 

and the several state financial institutions. 

Economic Concepts of a Cooperatives 

As a form of business organization^ a cooperative must seek a 

genuine economic role. There has to be a need to be fulfilled. It must 

operate at a so called "economic size" to enable it to operate with 

viability. It must operate under an economic environment that is 

healthy and profitable. It shall be evaluated under the same criteria 

as other business organizations, in terms of profit and growth and there­

fore, must operate efficiently, with good management and with technical 

expertise in the fields of production, marketing and finance. It must 

achieve its aims, aware of its strengths and weaknesses and must pre­

pare a plan or a sot of strategies in the face of a total business environat 

ment, Given these conditions, opportunities and constraints, it is folly 

to discuss the cooperative movement without regard of the total environ­

ment under v/hich it is to operate, or to presurae thalt the cooperative 

movement per se v/ill succeed because it has succeeded elsewhere or 

because it has inherent advantages or a definitive role in a total environ­

ment , 

I shall now analyze specific characteristics of the cooperative system 

which have economic considerations. 
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The Economics of Sizes 

A cooperative cannot defy economic laws. Considering that most 

cooperatives are started v/ith meager equities and resources^ risk of 

failure is high. Resource build up on its own is generally slow. 

Beset with the problem of uneconomic size^ government support could 

well overcome this disadvantage. On. the other hand, government does 

not financially support cooperatives at its infant stages precisely because 

of (a) the anticipated high .risks of cooperatives at that stage (b) the 

attendant massive credit exposure v/hen executed in a national scale^ 

(c) their own expectation that the cooperative movement must be 

accompanied with an educational process which is naturally slow and 

(d) the gargantuan task of supervision and control that must attend 

government support of this type. 

Analysis of Economic Needt 

I find it v/rong to proceed in the encouragemxent and promotion of 

cooperatives based on the general assumption that a cooperative will 

succeed in all places, at all times and in any endeavor. It is more 

prudent to assume that there are very specific situations, environments 

and climate where the movement vd.ll succeed. [The search for the eco­

nomic need must be very thorough and must precede its organization. 

For example, it is wrong to presume that a cooperative has built-in 

profit margins because of its ability to eliminate the imLddleman. A 

different approach will require an analysis whether indeed the middleman 

can be dislodged in a locality with ease. It may be that the middleman 

is already performing an efficient economic function in the area and is 

earning his margins reasonably, in which case it shall be more difficult 

for the cooperative to succeed because in the ultixtiate analysis the 

cooperative shall be evaluated by whether it can perform a more efficient 

economic function or not. Our economic-environment is segmented and 

analysis must likewise be segmented. 

The Ownership and Management Concepts of the Cooperative^ 

There is a great deal of business romanticism in the cooperative 

http://vd.ll
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movement. The cooperative is a great ovmership concept but is equally 

a very poor management concept, A cooperative gives all its members 

a real piece of the action. However, cooperatives suffer, more often 

than not J from lack of management. Building management sld.lls within 

a cooperative is very slov/ process. Considering that a cooperative is 

a political imit, v/ith all members just carrying only one vote, the 

political leader is likely to emerge as the cooperative manager. Sad 

to say, leadership cannot be fully equated vdth management and hoping 

to build management skills vdthin the core of leadership is fraught with 

many pitfalls. Planning, control, marketing, production and finance-

skills cannot be presumed in leadership, 

Temporal, Spatial and lumbers Considerations; 

The cooperative movement is always associated with big numbers 

of participants, dispersed throughout the country, addressing themselves 

to diverse activities and established in different time spans. The inter­

play of numbers, space and timey considering diverse situations and 

environments, in different places at different times, makes a national 

cooperative program a very complex one .indeed, I do not think that 

there is one prescription or one strategy that will work. Each coopera­

tive, must be based on a very specific purpose or objective and must 

require a very specific strategy. 

R e c o m m e n d a t i o n s 

Business Planning Must Precede Organization, Bhe onus of planning 

must be centralized and funded by government. The planning function 

must be assumed by G-overnment and not by the cooperative members. 

Planning should not be left to chance and government must assume res-
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ponsibility that before a cooperative is established, the conditions for 

its viability must be favorable. It is not enough for government to pro­

vide supervision and support after organization, G-overnment support 

especially planning support, must be available before organization. 

Management Must Be Superimposed, The cooperative business in itself 

is risky and it is presumptuous to expect that the cooperative on its 

own can develop in-house management capability. Management must be 

obtained from a pool of trained and skilled cooperative managers, not 

necessarily from the ranks of the members. Again, the government must 

establish this pool of managers through planned recruitment and training, 

Financial Support From G-ovornment, Financial support of government 

to cooperatives must also be evaluated from an economic viewpoint. 

It does not make sense to spread financial support to too many coopera­

tives, too thinly, Financial support must be based on a business plan,' 

Normally, government financial support is expressed in general and 

uniform terms, which certainly cannot be responsive to varying and specific 

needs of different cooperatives, 

Re-^examination of Cooperative Development Strategy. The approach of 

most cooperative movements is to build a \N±6.e base of small cooperatives 

and later support them by establishing an apex organization. This I 

think, is a weak strategy, I see wisdom in starting with the establish­

ment of an apex cooperative organization that mil later plan, establish 

and direct the base cooperatives, I find it much easier to build coopera­

tive success at the national level and later to spread that success at 

provincial and municipal levels rather than the other vvay around, I 

find the strategy of building success through education at the mass level 

to be too slow and too risky. 
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Complementation Eather Than Competition, I question the validity of 

pitting cooperatives against other piuvate business organizations and 

other institutions such as the middleman, I see value in dovetailing the 

cooperative effort v/ith the existing participants in an economic society* 

There is no reason why a cooperative cannot work hand in hand with the 

middleman. While there will be changes in their roles and returns, 

certainly the efforts of both can still be complementary and work to 

their mutual advantage. 

Existing financial institutions, such asy rural bankSj investment 

housesj thrift banks, etc, could be tapped to provide support not orD.y • 

in financial matters but in marketingj production and management, as 

well, I do not believe in cooperatives working as a class by itself, I 

do not see any conflict of interest with the aforementioned institutions,. 

In fact, I foresee that with a little more imagination, these very same 

institutions could be the sponsor of many cooperatives so that the burden 

of support by the government can be reduced. Under this doctrine, we 

Aay be able to minimize, if not eliminate, many of the inherent ills of 

the cooperatives, For one, I foresee massive transference of manage­

ment and technical skills from these institutions to\'vards the cooperatives. 

All these recommendations are ms-de out of my personal belief that 

there is much to commend and much to hope for in the cooperative movement. 

This vieWy I think, is shared by all. We in the private business sector 

are confident that inspite of the historical, geographical and cultural 

handicaps attending tne cooperative movement, it will eventually find its • 

real place in the Philippine economic setting. G-iven the opportunity, 

we v/oiild like to contribute to the hastening of the- success of the coope­

rative movement. 
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Synopsis 

Management is the art of getting the work done 
through people and involves the combination of skills 
of dealing with people and undertaking planning, or­
ganizing, directing, co-ordinating and controlling 
the functions of the organization. 

The subject of the personnel management is di­
vided into two parts for convenience of discussion 
and this part which forms the subject matter of the 
first session deals with the principles of person­
nel management to include:-

1, Personnel Management and Co-operative. 
Organizat ion• 

2» Principles and Motivation, 

3, Policies and Procedures, 

4, Work Situation, 

5, Worker Participation and Improving In­
dustrial Relations, 

Behavioral pattern of people in industry as in­
dividuals and as a group is discussed. The effective­
ness of traditional outlook of management based on 
authoritarian approach has been compared vdth the en­
lightened outlook of bringing out the best in men 
through peurticipation in problem solving for higher 
productivity and decision making process. This does 
not involve forfeiting of the management functions 
of using judgement and making proper business deci­
sions. The objectives and functioning of the trade 
union should not be treated as contradictory to 
those of the management. Both can be mutually help­
ful and complementary and can permit the participa­
tion and cooperation of v/orte rs for achieving organi­
zational objectives under proper incentives and 
working conditions. 

Emphasis has been placed in having clear busi­
ness objectives and formulating long term policies 
and for achieving the objectives. This also includes 
clearly defined personnel policies and procedures to 
achieve a harmony of purpose, team work and produc­
tive efficiency* 
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Management is considered the art of getting things done 

through people and in a business organization it involves get­

ting things done through various levels of supervision,. It 

needs the combination of skills of planning, organizing, di­

recting, coordinating and controlling» Human effort is in­

volved in all these functions. Personnel Management deals 

with people and recognises their personalities, needs, aspi­

rations and ambitions vo'hile utilising their abilities, capa- • 

cities and skills for achieving the organizational objectives. 

The principles and practice of personnel management have 

come a long way from the paternalism of traditional business 

management to the modern outlook based on actual results in 

terms of goals set and achieved by the concerted effort of 

a motivated group of peoplee> Modern management has been com­

plicated by technological change, large scale operations and 

mass productiono VJhereas this has resulted in increased pro­

ductivity it has also increased the worker's discontent and 

made his search for meaning and self-realization in his work 

more difficult. 

There has also been however, a better understanding of 

the employees' behaviour pattern in business and industrial 

organization, A worker is no longer a mere member of the lar-

bour force but is an individual whose rights and dignity as 

a human being must be respected. He wants to do a good job 

and is ready to work hard at it, he is not motivated by eco­

nomic gain alone but would like to have the satisfaction that 

comes from contributing to common objectives and in general 

being a loyal member of the team. The contribution of beha­

vioral sciences to our understanding of human motivation aid 

behaviour on the one hand and the increasing complexity of 

business management due to technological chajiges, large 

scale operations and mass production on the other hand have 
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given a new dimension to Personnel Managements 

-Personnel Management is conveniently discussed in two 

parts. Principle of personnel management and administrative 

aspects of personnel managemento In this session we shall 

discuss the first part of the Personnel Management which will 

include i-

I ~ Personnel Manageme nt and Cooperative Organissation, 

II •» Principles and Moti at ion „ 

III » Policies and Procedures„ 

IV - Work Situation5 

V - Worker Participation and Improving Indijstrial 
Relations a-

The administrative aspects r:hicii usually include em­

ployment (or recruitment); training, v/agG and salary adminis­

tration, collective bargaining and benefits and services are 

not covered in this paper<> 

I - PERSONNEL MAmGEMENT AND COOPERAT IVE ORGANIZATION 

Personnel Management has a special place in cooperative 

organizations and more so in developing countries» Whether 

the personnel function is carsd ed cut by the elected direc­

tors (or managing committee members)„ general manager (or the 

Secretary of a Cooperative) or by delegating all or a portion 

of authority and responsibility to a special group or depart­

ment of the orgsinization depends on such factors as the stage 

of development of the cooperative, outlook of the board of 

directors, the e:ctent of dependence of the cooperative on 

the gover :--".t and or financial bodies and the quality and 

streng'l:;h of the management,. Moreover these factors them­

selves are interdependent^ During the early stages of deve­

lopment of the cooperative orgo^nization the board of direc­

tors might have selected and appointed the staffj determined 

their salaries and working conditions and also planned the 
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business strategies and policiesc When the business has de­

veloped both in volume in the number of staff and their skills, 

and when the cooperative has to operate in competition with 

other business organizations, the management functions, in­

cluding the personnel aspects, have to be delegaited to the 

full time professional management in the interest of the con­

tinued progress of the organizatior 

This is particularly required in the cooperative orga­

nization. Members of a cooperative have one vote for one 

member irrespective of the number of shares held by them . 

(ieC, irrespective of their contribution to the share.capi­

tal) as distinct from a joint stock company where a member 

has as many votes as the number of shares held by him„ Thus 

in the joint stock company a small nxnber or group of people 

have a decisive say in the cexposition of the board of direc­

tors and hence there are less frequent changes in the compo­

sition of the board, thereby providing the continuity of a 

steady and uniform direction and business objectives» These 

factors-give a stability to management in the joint stock 

company. Do we need thi.s continuity of direction, of clear 

business objectives, of stable management, or organizational 

structure and of personnel policies in cooperatives in Asian 

countries? If vje doj how to achieve these objectives in our 

cooperatives which have the potential possibility of chang­

ing the composition of the board of directors every year or 

so because of the systera based on one member one vote? Pro­

blem of population pressure resulting in pressures for em­

ployment on limited job opportunities would also add to the 

difficulties in developing and establishing strong stable 

and competent management« This is necessary to provide con­

tinuity and stability to the organization as a whole for its 

continuous, uninterrupted progress f, 
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There are also other questions, to which the coopera* 

tive at its highest level should address itself» Goals and 

policies of the cooperative organization should be clearly 

defined as they are vital for the achievement of unity of-

purpose, team work and effective organizational structure, 

Mr, E» W, Reilley in his introduction to "The Personnel M'̂ i 

and His Job'* (American Management Association 1932), has 

suggested the following questions to be considered for esta­

blishing the organizational structure which cê n enable exe­

cutives to work together effectively as a co-ordinated team:-

"1, What are the activities essential to achieving 

the company's objectives? Have all thos-e acti­

vities been adequately provided for? 

^, Are responsibilities properly grouped to achieve 

the most effective results? 

a. Have activities been so classified as to 

facilitate their supervision by one person? 

b. Have the responsibilities assigned to any 

one person become too numerous and com̂ plex 

for hi:, to handle effectively? 

c. Have a>njr responsibilities been assi-gned to 

more than one organizational unit? 

do Wherever possible, does each organizational 

unit have responsibility for some completed 

piece of work? 

3, Are the lines of authority and communication bat-

ween individuals best adapted for effective su­

pervision, coordination and control? 

a» Do executives have more subordinates report­

ing to them than they can supervise and co­

ordinate effectively? 
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b. Is the number of levels of authority kept at 

a minimum? 

c» Do some persons report to more than one su­

perior or to none? Does each member of the 

organization know to whom he reports and who 

reports to him? 

d. Has adequate provision been made for coordina­

ting relented activities? 

4, Are responsibility and authority properly assigned 

and defined? 

a» Has authority been delegated to the greatest 

extent possible, consistent with necessary 

controls, so that functions are coordinated 

and decisions made as close as possible to the 

point of action? 

b. Are distinctions between line and functional 

authority and staff work recognized? 

c. Are the responsibility and authority of each 

executive in his relationships with other parts 

of the organization clearly defined? 

d. Is responsibility matched by authority? 

e. Have the organizational plan ai d the respon­

sibilities, authorities, and relationships of 

executives been reduced to writing in an orga-

niza.tion guide? " 

A thorough examination of the operations will bring out 

a number of issues vi/hich need changes in organization struc­

ture to achieve the efficiency of work through better inter­

personal relationships,-communications, understanding and 

decision making process. 
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The personnel management usually performs the so called 

•staff function* or advisory function to assist the topmost 

authority the general majiagement, and the mana.gement and su­

pervisory staff in performance of the 'line functions' of the 

organizationo 

The distinctions between staff a.nd line are not cfe-ar 

out and are usua.lly made vo-ith some qualifying statements, 

The functions of line and staff have been distinguished 

by Lawrence A* Appley a.s follows :-

"The line organization includes those people v/ho 'are 

engaged in the manufacture and distribution of the products 

or services for which the organization exists,, 

The staff is engaged in those activities that assist 

the line in the attainment of its objectives. The line can­

not exist without the staff and the staff cannot exist with­

out the line. They are equally important. While the staff 

and the line frequently deal vri. th the saise activities, their 

relationships to those activities are distinctly differento 

The functions of the line organization are as follo:vs: 

to set program and policy; to activate program and policyj 

to make the decisions and direct the organization required 

to attain the objectives of the organisation. The staff or­

ganization has the following functions: to help in the de­

velopment of program and policy, with the responsibility of 

seeing they are adequate; to interpret policy; to make the 

finest possible tools available to the line for the activa­

tion of policy and program; to train the line in the use of 

such tools; to help in the selection and development of spe­

cialized personnel; to measure the effectiveness with which 

policy and progremi are applied; and to report results to 

top management"o 
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Though the conventional -:otion is that the staff should 

advise and line should decide, the line of demarcation between 

advising and deciding in practice is a very narrow one and 

greatly depends upon practical situations obtaining in the 

business organization at different times <, 

II - PRINCIPLES AND MOTIVATION 

The organization achieves its objectives through the 

people it employse The understanding of human nature and the 

influence exerted by a fast changing environment have a direct 

and important bearing on the management of people at -WDrko In 

the search for understanding of vrhat makes people as indivi­

duals and as a group vcrk, tv/o sharply divergant concepts of 

management ha.ve been put fonvard by Prof, Douglas McGregor of 

MIT, as Theory X and Theory ¥„ 

Theory X is the conventional approach to management based 

on hidebound traditional assumptions about human beha.viour, 

according to v/hich:-

a. Human beings are. inherently lazy and vjill shun 

work if they can^ 

b» People must be directed, controlled and motivated 

by fear of punishment or deprivation to impel them 

to work as the company requireso 

c» The average human being prefers to be directed, 

wishes to avoid responsibility, has relatively 

little ambition and wants security above all. 

The management of people based on theory X does work 

upto a certain point as it has obviously done so-far, though 

it takes rather a lop-sided view of human natures Such ma" 

nageraent is found to be increasingly inadequate in modern 

times to cope up with the heavy demands made by large scale 
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and complex business operations on human resources to contri­

bute their share fully for mutual grov/th and fulfilment. 

According to Kuriloff the negative assumptions of Thoory 

X under the philosophy of the assembly line wrhere the worker 

can see only a minute segment of wcs.tk in front of him which 

he has to perform repeatedly without the satisfaction of par­

ticipating in the completion of the v/hole job. This leads to 

depersonisation and robotization of human existences Moreover, 

the organizational structure that emerges from the practice of 

Theory X is the customary, multilayered and comple;: pyramid 

which is clogged with communication blocks and distortions as 

orders - and information limp up and down the organizational 

ladder. 

The following a.re the assumptions of Theory Y based on 

objective behavioral research:-

a* The expenditure of physical and mental effort in 

work is as natural as play or rest, 

b. External control and the threat of punishment are 

not the only means of inducing people to work 

toward organizational goals» Men v/ill exercise 

self direction and self-control in the-service 

of objectives to v/hich he is committed, 

c. Commitment to objectives is a function of. the 

rewards associated with their achievements. 

d. The average human being learns, under proper 

conditions, not only to accept but also to seek 

respons ibilities, 

e. The capacity for exercising a relatively high 

degree of imagination, ingenuity and creativity 

in solving organizational probitems is widely, 

not narrowly, distributed in the population^ 
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f» Under the conditions of modern industrial life, 

the intellectual potentialities of the average 

human being are only partially utilizedo 

The assumptions of Theory Y are based on.the well known 

formulation of human needs developed by Maslow* Man is a 

creature of ever-expanding needs. Once his basic needs are 

satisfied others take their place in the follov/ing order: 

a» PhTSiological needs for food, water, e.±x, shelter, 

rest, exercise, and so on required to satisfy the 

biological demands of the huma.n organism,, 

b. Safety needs for becoming free from ±'ee*r of depri­

vation, danger and threat on and off the jobo 

c» Social needs v/hich people have for gregariousness 

and social interaction. Men like to group together 

for many purposes of life^ They need to associate; 

to belong, to accept and be accepted, to love aid 

to be lovedo 

d. Ego needs for reputation, self-respect and self-

esteem «. Men need to feel competent and knowledgeal-le. 

They need respect, recognition and status» 

e, Self-actualization needs for the realization of 

individue.l potential, the liberation of creative 

talsnts, the widest possible use of abilities and 

aptitudes « in short, for personal fulfilment. 

These needs overlap and are interdependent, A higher, 

less tangible need emerges before the lower one is fully sa­

tisfied, Me.slow has estimated the.t in Aire rlean society the 

average citizen is about 85% sa^tisfied in his physiological 

needs, 70% in his safety needs, 50% in his social needs, 40% 

in ego needs but only 10% in his self-actualization needs» 



124 
ACCM - BP 
Personnel Management 

- 11 -

In the context of the personnel management and motiva­

tion in the co-operative organization of developing countries 

in Asia, inspite of the wide gap between physiological needs 

and their satisfaction, other higher levels in the hierarchy 

of needs still can and do play an important role in motivation, 

Theory Y management aims at intergratiiig individual 

goals with those of the organization - at making the job the 

principal means through v^hich each employee ca.n enlarge his 

competence, self-control and sense of accomplishment. In 

such an atmosphere, employees are likely to identify v/ith the 

goals cf the organization becaufirs the organization identifies 

with their goals» In effect, the organization is propelled 

by the motivE.tion of its various members, whose individual 

contributions combine to achieve the overall goals of the 

enterprise. 

Managerial processes of the business organization create 

the work environment to which the employees respond. The 

poor performance of a man in his job is not much due to his 

incompetence or laziness. It is mostly due to.the lack of 

his involvement in the decision making process<, 

While discussing the process of mutual involvement for 

releasing human potential Mr, Albert F, Watters writes:-

"If people have a hand in setting targets for them­

selves, they*11 set good targets, and they'll see that what's 

good for the company can also be good for them," 

"Rensis Linkert, of The University of Michigan, also 

maintains that employees would not be indifference and apathe­

tic if they had more influence on the decisions that affect 

them, and a sense of identification with both the problems 

and the solutions* 
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"These conclusions suggest that in organizing our work 

groups we should move away from the rigid, formal patterns 

of the past toward greater consideration for the dynamic rela­

tions among people as one way to unlock the potential of the 

workforce* Key employees especially must be given freedom to 

work at the highest levels of which they are capable, and ways 

must be found to provide this freedom within tb' disciplines 

of the business organization* 

"This may mean greater decentralization ol authority 

and responsibility for end results - the establ' hment of 

te£uns having profit-making or creative responsibility, yet 

operating within the formal framework of multipurpose organi­

zations. It suggests form and structure.of organization but 

flexibility and movement within the form. It â  ̂ o suggests 

that Job relationships and responsibilities shov'.d be orga­

nised in terms of agreed-upon end results, with 'ull latitude 

being provided within the framework for the accc-uplishment 

of individual goals. 

There are many opportunities for the mana-;,jr to provide 
for employee participation in the day-to-day wor: situation? 

o Setting work goals, 

o Planning for work accomplishment, 

o Planning for work or performance improvement. 

o Reviewing progress, 

o Providing expos tire to developmental ac'"̂  vities* 

When key people help decide what should ba done and how 

it can be accomplished, with their Superior acting as a re­

source person - suggesting, guiding, and stimulating - they 

usually: 

* 

o Have a b e t t e r understanding of what the job i s and 
what r e s u l t s are expected, 

o Es tab l i sh more imaginative and challenging job goals 
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in keeping w i t h . t h e i r purposes and within the frame­

work of the job* 

o Work more product ively, using the methods most ef­
fec t ive for them» 

o Assume respons ib i l i t y and a sense of commitment for 
accomplishment, 

o Actively search fo r , and develop, t he i r own so lu ­
t ions to problans, 

o Become more -aware of hctw the i r achievements measure 
upto agreed-upon ob jec t ives . 

In shor t , mutual involvement follows log ica l ly from our 
recogni t ion of individual a b i l i t i e s . I t c a p i t a l i s e s on d i f f e ­
rences ra ther than s imi l s . r i t i e s - and these differences may be 

• of ext ra value in the accomplishment of work by h igh- ta len t 
people , 

I I I - POLIC15S AMD m CX:EDURES 
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clearly stated personnel policies are essential for 

achieving unity of purpose and a good team work in any organi­

zation. They are necessary for eliminating unproductive use 

of time and a major source of executive frustrations and fric­

tions. They are also required to ensure consistency and equity 

in the relations of an organization v/ith its staff» 

The policies should be formulated by the board.of direc­

tors vtrith the gsctive participation of top management. They 

should be long-range and should be stated in broad terms in 
1 

writing. As policies are formulated by the authority at the 

highest level, the managers and supervisors can proceed with 

confidence in devising the procedures to attain the organiza­

tional objectives within the framework of stated policies* 

This facilitattes the decentralization of authority and respon-
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sibility* With the help of the policy st".tements on employae 

relivtions objectives, the personnel management group can as­

sist the line organization in achieving these objectives. 

Moreover the statement of personnel policies becomes a charter 

of goodwill and assurance for workers giving them a sense of 

security and confidence in the outlook of the organi2ation» 

Important personnel policies would include an employment 

policy, a wage policy, an industrial relations policy and em­

ployee services policy. After determining the personnel, poli­

cies or x*jhile they e=.re being determined it is necessary to de­

cide on procedures also. These are the methods or executive 

arrangements necessary for achieving the objectives stated in 

the policies and to ensure tha.t the policies are followed 

consistently, 

A general statement of personnel policies may precede 

others. For example, it may state the viev; c£ the organization 

that the highest standard of pm ductive efficiency, job satis­

faction for employees â nd adequate reward to employees depend 

upon mutual involvement, and willing co-operation and colla­

boration between managers and workers. Organization's person­

nel policies are directed to the achievement of efficiency 

and mutual involvement. 

Employment Policy; is aimed at (i) recruiting the em­

ployees for office and factory of various ranks and grades, 

who are efficient in their work and who find sa.tisfaction in 

the service of the organization, (ii) assuring them of the 

continuity of employment and other conditions.of work to the 

greatest extent possible for the organization, and (iii) offer­

ing opportunity to advance in ce^pacity, status and pay. 

Wage Policy; Determination of a wage policy and line 

of action worked out in advance helps greatly in dealing with 

the recurring questions arising out of fluctuating wage fac-
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tors, methods of fixing pay ê nd their negotiations* Social 

principles of justice and individuality form the conceptual 

basis for a wa.ge policy (i) to pay a sufficient wage to a man 

to enable him to maintain his family of normal size; (ii) to 

establish a differential in skills, responsibility and merit 

ajnongst various trades wherever applicable and practical; 

(iii) to adopt a high standard of productive efficiency with 

lower costs and higher earnings, (iv) to pay incentive wages 

based on the financial position of the organi2ation» 

Industrial Relations Policy; It is formulated (i) for 

ensuing the coopers-tion and collaboration of the employees to 

achieve organij^ational objectives; (ii) for recognizing the 

trade union or the representative association formed by the 

employees to represent them collectively with the organization; 

(iii) for establishing ", system or machinery to deal promptly 

with issues-which otherwise might jeopardise goodwill and 

cooperation. 

Employee Services Policy: It is very useful to have 

employee services and welfare progrsjnmes if they are desired 

by the employees, if thay are mutua.lly beneficial at long run 

and are r̂ dministered preferably by employees themselves* The 

policy may be fccraulated accordingly* These services &Tvd wel­

fare programmes me.y include medical benefit or health insu­

rance, medical aid through company operated dispensaries, staff 

canteen sports and recreation, etc* 

IV ^ WORKING SITUATION 

Even when workers r̂ re well pa.id, personnel management 

in some industries face the problem of dissatisfaction arising 

from the working environment, from discomfort inherent in a 

certain kind of work.or from feeling aspect of work such as 

monotony and boredom. 
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1» Working Environment 

a. Physical Environment; 

In coe.l mines, engineering establishments, some tex­

tile mills, etc physical environment and working con« 

ditions both outside and inside are rather uncomforta­

ble. Unclean and ugly physical environment does cause 

unconscious aversion to such conditions» Beautiful 

surroundings, cleanliness and order increase satis­

faction in ViTork and favourably affect the attitudes of 

employees, their sense of self respect-and their stan­

dards of vjhat is fitting and beautiful, 

b. Mechanical Environment; 

Machines upon which vtrorkers are employed and the rou­

tine processes form the work environment^ Mechanical 

contrivances bring a sense of order and precision into 

the work room environment. Workers have to remain 

alert and attentive and do achieve skills of handling 

the machine and develop a sense of pride and achieve­

ment. However the noise c£ the machinery, speed and 

risk do cause strain and anxiety* 

• 

2» Physical Aspects of V\?ork 

The personnel management is concerned with the connection 

between fatigue and efficiency (i) fatigue from brief bursts 

of s.ctivity is not usually found.to.be a problem; (it) fatigue 

from depletion of fuel reserves, e,g» fatigue due to malnu­

trition is often encountered in the industrial organizations 

in Asian and developing countries, Europe had faced this 

problem in the post-war yearsj (iii) fatigue from heavy aid 

hot work of furnace and foundry worte rs is an industrial pro­

blem of physiological type* This fatigue is offset by cooling 

drinks with salt, (iv) »Nervous* fatigue caused by anxiety, 

monotony, vocational maladjustment, concentration of attention 
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over long periods without pauses for relaxation, poor lighting, 

noise, etc* 

Attempt has been made to measure the effect of fatigue on 

production by preparing the production curve in a factory* 

The curve rises slov/ly to-a maximiim in mid-morning but declines 

towards lunch recess time. After lunch it begins.at a loiiex 

level and follows the same pattern as the morning* 

Similarly a weekly production curve showed lower produc­

tion on Mondays and Saturde.ys than on the days inbetvjeen* 

3, Feeling Aspects of Work 

Boredom arises when the mental processes involved in work 

fail to accupy and to hold the focus of attention as it hap­

pens in repetitive kind of activity to be performed by some one 

all the time* 

As repetition is less pleasant than variety, it is con­

sidered desirable to introduce changes in the.vjork schedule as 

frequently as optimum production would permit* 

" i 

V -̂  kfORKBR P/JITICIPATION A^D IMPROVING 
II-DUSTRIAL RELATIONS 

Mostly our industrial outlook has been based on the un­

questioned authority of management and the belief that they 

can always take correct and acceptable decisions and other em­

ployees are paid for doing v/hat they are told to do* This at­

titude comes in the way of creating the atmosphere ex mutual 

trust and confidence between management and workers and leads 

to the hardening of feelings and attitude of the trade unions 

towards management* This do- s not permit the synchronisation 

or organizational objectives with those of workers and the mu-
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tual distrust .and lack of confidence are also carried to the 

discussion tables of Joint consultation committees such as 

workers committees, production committees, grievences commit" 

tees, etc» 

Industrial Relations and personnel administration are oftei 

treated as unavoidable nuisances* Often the management is in­

clined to consider the workers disloyal to the organization if 

they Join 1h e trade union*. However it is possible to build up 

the loyalty of workers both to the organization and to the trade 

union, if it is understood that when a v/orker Joins the union 

he is not necessarily-dissatisfied with the organization or the 

management as a whole* By Joining the union he v/ants.a share 

in the management decisions which affect hi-î  directlya He 

also seeks recognition and dignity of his position amongst 

other things vjhile Joining the union though unfortunately this 

motive is often misconstrued as a rrark of disloyalty to the 

management and the organizations whose beligerence to the 

union incites indign£.tion.a.nd a feeling of martyrdom amongst 

the union representatives* This is a non-constructive and ne­

gative approach which is detrimenta.1 to morale, productivity, 

quality of work as v;eel as for better industrial relations, ,. 

An average vjorker can and wen ts to contribute to the so~-

lution of the production problans under suitable circumstances. 

Though this concept challenges the traxlitional management phi­

losophy, and calls for a measure cf a mocracy in industry it 

permits dignity of labour, satisfaction in work and a sense of 

involvement and particips-tion at all i-:-vel3̂  The idea of par»» 

ticipation, wa.s put in practice durihg the le.te 'thirties' -in 

U»S»A, by the steel worker, engineer and trade unionist Mr*-

Joseph N» Scanlon in a steel plant on the verge of collapse* 

The idea of worker participation in production pr oblems which 

came to be known as Scanlon Plan resulted in such a tremendous 
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group effort: at reducing cost, improving quality and . raising 

production to lae^.'ke the company solvent fca: the benefit of all 

concerned that it spread to a number of industrial enterpri­

ses, ranging in size from 60 employees to 5000 and included 

such diverse industries as furniture^ silver v/are, steel fa­

bricating, printingsi rubber processing, corrugated paper con­

tainers and radio a.nd television» 

The worker participation in production problems does not 

mean liquidation of management authority for making decisions, 

v'Jhat it involves is the y/illingness of laanageEient to discuss 

relevant problems and decisions and to accept useful -and cons­

tructive suggestions for improvement* It involves willingness 

of management to face criticism at various levels, but it is 

amply rewarded in the enthusiasm of people at vjork, in their 

added efforts, both physical and mental, in solving probloas 

and raising production* Ideas on production methods and pro­

blems are presented from different view points » of workers, 

foremen, supervisors and management. This involves hard work 

but people feel committed to the common cause, to their group 

effort. Thus participe.tion does not meâ n only criticism, it 

means constructive suggestions for improvement and it also 

means willingness to work hard at putting them into practice. 

But it is not just the hard work alone. Real success results 

from people v/orking more effectively and from cooperation bet-

vreen those v/ho manage the factories and those who operate the 

factories. 

It is very important that the additional productivity 

and extra net profit as a result of worker participation be 

measured as close to the re£vlitie« as possible, and the fi­

nancial incentives be given to employees to reflect the ad­

ded gains in productivity and profits. This also gives a 

sense of pride, direction and accomplishment to the employeesj» 
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Amongst the major advantages of participation ares (i) 

conscious attempt sometimes found in group or individuals to keej> 

the productivity down, gradually goes away; (ii) waste of time 

is avoided by employees voluntarily; (iii) new ideas, both tech­

nical and administrative, for raising the productivity find a, 

favourable response and cooperation from wortersj (iv) these 

ideas are often impit> ved by worker participation; (v) management 

and supervision improve and supervisors become more alert to 

match the alertness and enthusiasm of workers; (vi) better coismu«» 

nication through various levels of the hierarchy is achieved and 

management gets first hand information about problems and solu­

tions of plant operations. 

Amongst the difficulties in implementing the idea of par­

ticipation for problem solving are :- (i) persuading the trade 

union to cooperate; this is however overcome v/hen management has 

accepted objectives of the trade union and the v/ay they function 

because the participation does not weaken the union.but permits 

the continuation of collective bargaining for v̂ rages, etc by union 

while they cooperate for rising the productivity; (ii) the other 

obstacle in the way.of participation is the initial loss of pres­

tige for management, and nlore so for middle and lower level su­

pervisors; (iii) resistence of middle and lower level supervi­

sions due to a spectacular opening of communication channels 

between their junior and their senior colleagues» Reorientation 

of most of the supervisors however v/ill be possible; (iv) deci­

sions have to be taken by management more speedily, procrastina­

tion has to be avoided; manager does not necessarily have to agree 

with all. Ideas of his worters who know the importance of judgement 

by the boss from his perspective but the boss should be approach­

able and accessible to his people^ 

In the end I might say that great opportunities exist for 

cooperative organizations in Asia for harnessing tremendous humai 

resoujrees and natural resouree^ through extending the democratic 

principles of i^e coopsrotix^ institutions to their outlook and 

practibe-of management of people whom they employ to run their 

busines^i. 
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We meet at a great turniiig point in human history where a v/orldwide 

crisis faces mankind not only in matters of peace and economic development 

but also because humanity has been shaken by severe social and psycholo­

gical tensions, perhaps never encountered at anytime in human history. As 

human beings, we liave realized that we cannot be isolated in our independ­

ent existence, that society is the whole world. It will take great 

imagination and foresight to survive in this very challenging world. It 

is no longer adequate for any of us to depend on ourselves alone. We must 

develop a deep sense of community. 

To our natioxial and v/orld leaders, a growing consciousness has 

developed - that fullfilLTiC-nt can only result from becoming or belonging 

to a community, This consciousness of the interimlation of people in 

society and of nations is the naiae of the new ball game. To the' develop­

ing countries in Asia, this means that we shall have to 2?e-examine our 

assumptions and values if v/e are to successfully overcome the hazards and 

challenges of the modern world. It is possible that a lot of our problems 

arise from mental blocks which prevents us from working together. 

President Ifercos lias, on various occasions, articulated these needs 

for a sense of society. The anarcliic order of things prior to Martial 

Law made necessary the institution of quite drastic measures if we were 

to move out from our lethargic existence as a people imbued only with the 

desire to live our own lives and sometimes oblivious of others. The 

dream of a modern nation was the primary objective of this peaceful 

revolution. As a people, we have regained ou.r pride because we have been 

privileged to witness the refoimation of our values and attitudes. We 

have been able to overcome inspite of a series of worldwide economic 

crises, difficulties in our economic development and we have achieved 

considerable growth rates inspite of severe restrictions. Our social, 

economic and political institutions have emerged with new vigor and 

vision. But most of all, the -Filipino li3.s 'come to respect himself and 

has achieved a better appreciation of bjjaself as the master of his own 

destiny. 

These new dimensions in the Philippine society has made marked 

inprints in the area of Personnel Manager, w'here once the erstwhile 

partners, Labor and Management were constantly at loggerheads, a new 
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order has been instituted oriented more towards cooperation than, conflict. 

Where both parties treated one another as adversaries, the emphasis of 

labor relations in the New Society has been towards peaceful coexistence 

and active collaboration in a mutual partnership, The New Labor Code 

has mandated that differences between labor and management shall be 

resolved through peaceful means at the negotiating table and Ixas decreed 

that the econom:Lcally disastrous v/eapons of strikes and lockouts are 

outlawed. Arbitration, both compulsory and voluntary has been institu­

tionalized as the system for resolving differences not only between 

organized labor and management, but also those arising froin employer-

employee relations, V/e have adopted expeditious means of settling other 

disputes through an Adiiiinistrative 0?ribunal, rather than the prolonged 

proceedings in the regular Courts of Justice, And yet, the Code has also 

emphasized the dignity of the working man by giving him ample protection 

that may be perpetrated by unscrupulous employers. Reasonable labor 

standards have been set-up designed tov/ards the amelioration of employees, 

The Labor Code has seen it fit to institute a system whereby employees 

shall share in the finiits of an enterprise by granting employees reason­

able wages and fringe benefits commensurate to the ability of the 

employer to provide same. The trade ujilon movement has been strengthened 

by doing away vath the pernicious practice of tmsciupulous fly-by-night 

labor leaders of establishing spurious unions. We have adopted the 

concept of a one-union in one industry axid hopefully this will be a 

prelude to industry wide bargaining which certainly will up-grade the 

economic conditions of v/orkers. 

But more than this, •'-he main trust in Personnel Management in the 

Philippines, has been restructured recruitment procedures by making the 

government a po,rtner, we have done this by the establishjuent of employ­

ment exchanges all over the country designed purposely to provide industry 

v;ith available trained manpower. The National Manpower and Youth Council 

in partnership with Industry has embarked on a nationwide training 

program designed not only for employees already empltyed but with major 

emphasis on the iinem.ployed particularly the out-of-school youth. 
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Training schemes in industry have been encouraged by the grant of tax 

incentives and this iias triggered training consciousness among maneLgement 

people all over the country. The gamut of training and development in the 

Philippines has taken the form of inplant and outplant programs. We have 

established a number of training institutes which not only takes care of 

skills development but also handles supervisory and management development. 

Our universities and colleges have become aware of this development. Hence, 

they liave embarked, in cooperation with Industry to provide degree and 

non-degree programs, The prestigious Asian Institute of Management has 

turned out in its short existence a respectable number of trained managers 

not only for the Philippines but also for Asian countries as v/ell. 

There has been a national realization that the effectiveness and 

profitability of an enterprise is directly proportioioal to the amount of 

investment in training and development of people. This rising consciousness 

has propelled the establishment of a new breed of technocratSj where a 

ready, willing and able to meet the challenges of modem management. 

Together with this development we are now in the process of converting and 

modifyltig the role of the persoiinel administration from one of enfoixjement 

of company policies to one of developing and motivating people. The 

critical area of motivation has.been given critical importance as it has 

been proven, time and again that this is closely correlated with 

productivity. You will note, ladies and gentlemen, that this new thrust 

is a complementation of our national effort tov/ards development, that 

we have become responsive to the needs of societyi to the sense of com­

munity that we have embarked on. That only through togethernesf3, only 

throiigh cooperation can we hope to achieve our national goals. 

All these, demands a nev/ set of values, a new set of attitudes. We 

no longer can afford the luxury of standing 3ti3.1 and watching the world 

go by. We have embarked on this national adventure and we are determined 

as a people that together we shall overcome. 

So that today, eo we face this crucial stage of development, our 

flexibility v/ill be put to severe strains. The effects of the international 
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economic dislocations have been great and yet ?/e have dared inspite of' 

the seemingly insurmountable obstacles to face the challenge of develop­

ment. We have reasons to believe that we have made progress and v/e have 

reasons to believe that these refoims in our society v/ill not only prove 

meaningful to our people but to all fellov/ Asians, in so far that these 

changes can meaningfully contribute to stability in Asia, 

In closing, let me reiterate the trust of Personnel IVIanagement in 

the Philippines is no longer merely admijoistration but one of dynamic 

development and let me assure you my friends that we welcome this challenge 

for it will give the new Pilipino greater confidence to bestow to the 

future generations a better nation and hopefully a better world. 
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The r a p i d development dur ing t h i s cen tu ry h a s l e d t o an 

exp los ion of inforraa t ion and coiaaunicat ion. TJitli t h e tremendous 

amount of communication in t h e modern s o c i e t y you sometimes f e e l 

t h a t you have t o ge t o u t of i t , t o escape b e i n g t h e t a r g e t of 

a l l messages pa s sed on t o you in v a r i o u s forms? a d v e r t i s e m e n t s , 

music , p o l i t i c a l a d d r e s s e s , ;,>r>ws b u l l e t i n s , e t c . 

On t h e o t h e r hand you need communication, e s p e c i a l l y so 

i n t h e j o b s i t u a t i o n . You need t o be informed about t h i n g s , t o b e 

mot iva ted and i n s p i r e d to do your b e s t . People no longe r a ccep t 

t o -work i n t h e da rk . To g ive t h e i r b e s t t h e y want to-loiow the 

r o l e t hey a r e esqsected to p l a y i n t h e p r o d u c t i o n p r o c e s s . 

To manage i s t o i n f l u e n c e peop le o r groups of p e o p l e and 

t h e on ly way t o ach ieve management i s t o communicate. Gommunica-

t i o n i s , t h e r e f o r e cons ide red as a func t ion of management. As 

mentioned above people a r e more than ever exposed t o a l l d i f f e r e n t 

k i n d s of in fo rmat ion from a b i g number of d i f f e r e n t s o u r c e s through 

more and more s o p h i s t i c a t e d means of communication. For t h e 

management of a modern businesjs o r g a n i s a t i o n i t i s ve ty 

i n p o r t a n t t o be c l e a r l y aware and consc ious about t h e f a c t t h a t 

t h e in fo rmat ion extended by t h e management th rough i t s 

convraunication system and network, i n t e r n a l l y a s we l l a s 

e x t e r n a l l y , h a s to compete with t h e in fo rma t ion extended from 

o t h e r sources fo r t h e a t t e n t i o n and r e a c t i o n of t h e i r e i tp loyees . 

The o r g a n i z a t i o n ' s communication h a s to f i t i n t o t h e p r e v a i l i n g 

communication p a t t e r n and h a s t o appeal t o p e o p l e , Keans and 

methods have to be developed so t h a t you i n t h e most e f f i c i e n t 

way r each t h e peop le you want to G^ptiunicate w i t h . 

The needs of cornmunicatlcante;?. The c o o p e r a t i v e o r g a n i z a t i o n s 

a r e l i k e o t h e r o r g a n i z a t i o n s i n t e g r a t e d in t h e s o c i e t y . They 

o p e r a t e w i t h i n a s t a t e , in a s p e c i a l l o c a l i t y , and they produce 

s e r v i c e s t o t h e i r members. They s t and in c o n s t a n t r e l a t i o n s t o 

p e o p l e -wJio a r e a l l i n t e r e s t e d in t h e i r a c t i v i t i e s and how they 
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a r e performed, peop le vftio have sometliing -to g i v e t h e i r o rgan iza t ions 

and v;ho expec t something in r e t u r n . Such peop le form t h e 

o r g a n i z a t i o n s ' i n t e r e s t p a r t i e s ^ They a r e for exarrple s 

0-mxQr s/member s 
cus tomers 
money l e n d e r s 
ernployees 
government 
l o c a l a u t h o r i t i e s 
s u p p l i e r s 

To keep smooth r e l a t i o n s t o t h e i n t e r e s t p a r t i e s of your 

o r g a n i z a t i o n s and t o b u i l d up and main ta in t h e i r l o y a l t y and 

suppor t you have t o develop a system of communicat ions. Such a 

system roust be based on an e f f i c i e n t corariiunications network 

aiming a t g i v i n g and r e c e i v i n g in fo rma t ion from t h e e x t e r n a l 

p a r t i e s ( s u p p l i e r s , moneylenders, e t c ) , e x t e r n a l / i n t e r n a l 

p a r t i e s (govern ing b o d i e s , members, government and l o c a l 

a u t h o r i t i e s ) a s we l l a s t h e i n t e r n a l p a r t i e s (groups of 

employees and /or i n d i v i d u a l e n p l o y e e s ) -

Hy t a s k t o d a y i s t o deal wi th t h e i n t e r n a l coraraunication, 

rajaely t h e communication between management and e n p l o y e e s . 

As t h e f i r s t l e c t u r e r of t h i s s e c t i o n I f e e l t h a t I should 

g ive you a s h o r t i n t r o d u c t i o n of t h e b a s i c p r i n c i p l e s in 

conuaSnication be fo re e l a b o r a t i n g more s p e c i f i c a l l y on i n t e r n a l 

communicat ion-systems and network . In doing so I run t h e r i s k 

of communicating t o you in fo rmat ion which you may a l r e a d y know 

o r \ \^ich you may f i n d ve ry p l a i n and s imp le . Yet I f i n d i t 

u s e f u l t o r e p e t e in fo rma t ion about t h e communication p r o c e s s , 

p a r t l y because e x p e r i e n c e shows t h a t a number of managers 

may know about t h e impor tance of p r o p e r communication b u t 

do n o t a c t a c c o r d i n g l y , p a r t l y t o . i n c r e a s e t h e awareness 

of t h e i n p o r t a n c e of communication t o a degree wh4re r e f l e c t i o n s 

on t h e b e s t vjay of communicating i n fo rma t ion becomes a r o u t i n e 

every t ime in format ion h a s t o be p a s s e d on o r c o l l e c t e d . 

l/Jhat i s Communication? 

Communication i s de f ined as t h e p r o c e s s of p a s s i n g 

i n fo rma t ion and u n d e r s t a n d i n g from one pe r son t o a n o t h e r . 
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A s i g n i f i c a n t p o i n t a3x>ut c3onimunication i s t h a t i t always 

inyol '^es a t l e a s t tvo peop le s a sender and a r e c e i v e r . One 

p ^ s o r i cannot communicate, only a r e c e i v e r can co i tp le te t h e 

qopnun ica t ion . The communication p r o c e s s h a s , t h e n , tvjo s idess 

seBsder (s ) and r e c e i v e r (R) . In o r d e r t o s t a r t t h e communication 

you must t r a n s m i t t h e informat ion you -want t o p a s s on . h model 

of communication can, then , be i l l u s t r a t e d as i 

Trans 
miss'ibr^*""' 

The quality of the communication and the final outcome of it 

dep^^ds, of course, on the three factors involved? 

- sending can be bad (e.g. the message/information might be 
irrelevant) 

- receiving can be bad (e.g. the receiver might be unmotivated, 
have insufficient background information 

•. to be able to. under stand, etc). 

- transmission can be bad (e.g. too many disturbances, noice, 
1 telephone calls, messengers coming 

!i and going, letters read viiile 
listening, etc) , 

As eommunication i s a t^/ro-sided p r o c e s s a p r e r e q u i s i t e f o r a 

succesjsfijl r«oiiTirrruni<"ation i s t h a t t h e sender i s aware af t h e 

qualifi<3afeions of t h e r e c e i v e r ( h i s l e v e l of Icnowledge, h i s 

mood, h i s su r round ings , e t c ) and what t h e r e c e i v e r w i l l b e 

a b l e t o " u n d e r s t a n d , and t h a t t h e sender u n d e r s t a n d s t o e x p r e s s 

h imse l f a cco rd ing ly , so t h a t t h e r e c e i v e r g e t s t h e message/ 

in fo rmat ion and unde r s t ands i t . I n t h i s c a s e t h e r e sponse from 

t h e r e ^ ^ i v e r p l a y s a b i g r o l e , as a c o r r e c t i v e f a c t o r . A more 

comple-t̂ ife communication model could then be s 

Transmiss ion 

J.̂  „̂ 
Response 
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To a s s u r e a feed-back ( e . g . a c t i on accord ing t o t h e in fo rmat ion) 
i t i s n e c e s s a r y t h a t t h s sender comraunicates i n a manner vihich 
a l lows t h e r e c e i v e r t o p r e p a r e hiraself ice r e c e i v e t h e message. 
This p r o c e s s i s u s u a l l y c a l l e d t h e re in forcement p r o c e s s and i t 

p l a y s a b i g r o l e i n t h i s connec t ion . 

Ways of coironunicatipr^ 

The xvays of cororuunication ceii be ' j 'srbal o r n o n - v e r b a l . 
The v e r b a l conimunicetion c;in be o r a l o r w r i t t e n . Verbal 
coiramnication i s by f a r -fiiie rrast u s u a l vray of cormnunication. But 
comrnunication can al&o t ake p l a c e by a i g h t , sound and a c t i o n s . 

oraj. 
>"" V e r b a l l y 

t - wri t t e n 

Ways of corrirraanicet:' •:;: k V i F i saaxi 

. oiLhcr c 

\T 

The d i f fe ren t Woyf. of ccrrn-unication can bo used e i the r i s o l a t e d 
or in combination, "ffiien vez-oal comnTiunicaticn i s used together with 
the other ways? the correauinication i a supported by v i sua l or audio­
v i sua l a i d s . 

Types of conmun:lcat:c;n 

The way in T̂ /̂ nich corununicaticn i s ca r r i ed out i s a question 
of what type of inforraation you want t o extend and -v̂ Siat you want 
to achieve with i t . If you juo t ••/Jent to give a i order i t i s a 
quest ion of corrarranication one v/ay. The only feedback you expect 
i s a "yes" or ''no-^ and act ion accordingly. Unfortunately too 
much communication takes p lace in the form of sisTqply order ing 
th ings to be done. I t might be useful sometimes. But in most 
cases the manage?: nhculd r a the r act as the teacher and guide iH 
ins tead of as an off icer on the b a t t l e f i e l d . I t pays, a t l e a s t 
in the long riin.- to gi\'e human rlignity and self-consciousness a 
chance in the organiza t ion . ITie way the manager comnranicates 
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wi th h i s s u b o r d i n a t e s w i l l c e r t a i n l y be n o t i c e d / d i s c u s s e d 

by t h e s u b o r d i n a t e s and have i t s p o s i t i v e o r n e g a t i v e e f f e c t 

- i^ether i t i s in tended or no t by t h e manager. 

Downwards oommunication (one-way) s / s / tsL-E_/ 

This i s t h e a u t h o r i t a r i a n conuaunication. I t b l o c k s t h e 

manager from a spontaneous feed-back . I t o p p r e s s e s p e o p l e and 
d e - p e r s o n a l i z e s them. A u t h o r i t a r i a n management i s l i k e l y t o 

promotes 
p h y s i c a l l y - h i g h e r speed i n p roduc t i on 
p h y s i o l o g i c a l l y - open a g g r e s s i o n s , exp re s s ion of n e g a t i v e 

f e e l i n g s and c r i t i c i s m , q u a r r e l s , and 
agg re s s ion a g a i n s t c o l l e a g u e s . 

U n s a t i s f a c t i o n with t h e management. 

Downwards + Upwards communication (two-vTay) ? ls/':'zzi::'Z'y%_y 

The tX'ira-way communication i s t h e democra t i c form of 

communication. I t s t i m u l a t e s t o a feed-back from t h e r e c e i v e r . 

Democratic management i s l i k e l y t o promote % 

p h y s i c a l l y - h ighe r q u a l i t y i n p r o d u c t i o n 

p h y s i o l o g i c a l l y - k indnes s , s a t i s f a c t i o n , peace , co-operati<»i 
w i l l i n g n e s s to h e l p and a s s i s t one ano the r 

S a t i s f a c t i o n wi th t h e management. 

L a t e r a l communication (one-an<V'or two-way) t (Communication 

betvreen v a r i o u s depar tments of an o r g a n i z a t i o n and/or v a r i o u s 

groups of employees) . 

An o r g a n i z a t i o n i s normal ly b u i l t up from a number of 

groups of employees c a r r y i n g o u t s p e c i f i c f u n c t i o n s . Such 

groups may aga in be o r g a n i z e d i n depa r tmen t s w i t h i n t h e 

o r g a n i z a t i o n . As t h e o r g a n i z a t i o n i s dependent on t h e 

i n t e r d e p e n d e n t f u n c t i o n s of t h e s e groups of p e o p l e i t should 

be a r i g i d r u l e to e s t a b l i s h p r o p e r communication networks 

l i n k i n g t h e s e v a r i o u s groups and n o t j u s t t o e s t a b l i s h upwards 

and downwards communication between management and t h e enp loyees , 

and t o p a s s a l l e s s e n t i a l in fo rmat ion conce rn ing every phase 

of t h e o r g a n i s a t i o n t o a l l depar tments th rough t h e p r o p e r c h a n n e l s . 
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To negledt the integration of pertinent information results 
in ; confusion 

misunderstanding 
internal r ivalr ies 
lack of coordination among units doing rfelated wjrK* 

4 

It ' > 

Dep 1 

• 

f 

M 

. ^ 

/ 

r. 
\ 
\ 
/ Dep 
I 

(t-JsManagement, Dep = department) 
The communication process 

With our previous model we have been able to escplain the 

direction in the communication process. Vfe have also explained 

some problems of communication (bad message, bad sending, bad 

receiving, and bad transmission), which affect the quality of 

the communication. However, a closer look at the process of 

communication will be useful to sharpen the awareness and to 

avoid too many communication problems. 

The closer look at the communication process reveals 

that it consits of six steps which are equally relevant whether 

you talk, use hand signals, or have some other form of communi­

cation, and whether the communication is upwards, downwards, or 

lateral. The six steps of the communication process are % 

Senders IDEATION-

sender has 
an idea or 
fact 

ENCODING-
of message 
for media, 
e.g. idea to 
word/symbol 

A TRANSMISSION ^ 
over a channel 

RECEIVING 

tuned to 
transmitter 

DECODING. 

e.g.words 
to idea 

Jî  2.CTI0N 
/ 

Receiver 

e.g. 
storage 
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IDEATION; The f i r s t s t ep of t h e p r o c e s s i s t h a t t h e sender h a s 

an i d e a , a f a c t , a p i e c e of in format ion , -wtiich he r e g a r d s 

r e l e v a n t for com:r.;:'nieating t o o the r s„ This i s t he con ten t of 

t h e communication, t h e b a s i s of h i s message. I d e a t i o n i s a 

c t n c i a l s t ep for two reasonj;s -

- you mast have something to say before you "say". The 
process of coinrKjiiication s t a r t s i n your m.ind, by your 
eva3.uation of \\hat you find irr5)ort.ant, necessary, or 
i n t e r e s t i n g to cairinanicateo Unfortunately many ideas 
and f ac t s shouid be deemsd to sink in ,obl iv ion ra the r 
than to be coiTinunicated tb o t h e r s . 

- the character of 3four idea or ffeet to seme extent de t e r ­
mines the choice you make in the followiiig s teps Of the 
comiTTunicaticn process . 

ENCX)pINGs Hie encoding means tha t -the sejider s e l e c t s the symbols 
(words, p i c t u r e s , soands, act ions) by means of ^ i c h he 
organizes h i s idea, sc tha t i c vd.ll be comms.v.iicated to h i s 
intended r ece ive r s . Again t h i s step n e c e s s i t a t e s t h a t no t i ce i s 
given to two fac tss 

- t h a t the seJ i'ction of symbols riust be r e l a t e d to the 
media used and 

- -that the se lec t ion of symbols emd media must be r e l a t e d 

to the receiversc 
To i l l u s t r a t e t h i s th ree examples can be given b r i e f l y : 
a) a telegraro. i s vrcrded d i f f e r en t ly from a book, and both are 
d i f fe ren t from an ora l conversation, a l l t h ree using words as 
symbols for the ideap (b) a t r a f f i c po l i ce does l i t t l e good 
i f he y e l l s to car d r ive rs v̂ (hen he wants to regula te the t r a f f i c . 
He b e t t e r uses h i s hands and a w i i s t l e (c),you don^t get very 
far i f you use a eophis t i ca t sd terminology t o express your ideas 
to chi ldren in lower primary school:.Such vocabulary i s new 
and gives no misaning to them. 

file:////hat
http://vd.ll
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TRAMa ÎsSIOH s This s tep i s the ac tual t r ans fe r of your raessage. 
To get the message through in as smooth and undisturbed xvay os 
poss ib le you have to think of poss ible b a r r i e r s ^ l i ch may deliif 
change, or block your message from pass ing. Some h i n t s for a rf&.'e 
smooth transmission are to think of the following s 

the proper timing for the transmission 
the proper surroundings with the l e a s t poss ib le d is turb^-oes , 
the proper l i n k s , e>g» which coniman.lcation network you '. KB.. 
how many "middlemen" you use between you and the intend- d 
receiver (you run the r i sk of s l i g h t changes in the mesE.-2.ge 
a t each l i nk i t has to pass) or whetlaer you should bypas.i 
the supervisor and communicate d i rec t ly* 

RECEXyiNG : i s the t ransfer of your message to the rece iver , 
who must be prepared to receive the message. This step -Is-cruc:^..^.u, 
because your mess?.ge i s l o s t , i f the receiver i s not p r ^ a r e d --c 
receive i t . If your message i s o r a l , your rece iver must be c. 
good l i s t ene r„ Flow many of us are good l i s t e n e r s ? 

DBCODIKG; i s the process T,vhere the rece iver takes the message 
from the syrribols encoded 1-77 the sender. Here i t i s very inrportiu-.t 
to think of the fac t t h a t the meaning i s within the person, nc; jn 
tho bvmbolSo As no tv/o persons are s imilar (psychologically, or 
with sim.ilar knowledge, or s imilar milieu or surroundings - a l l 
inf luencing the m.eaning given to symbols) a message w i l l not be 
decoded conplete ly as i t i s encoded. For t h i s reason i t i s 
very inpor ten t chat the sender th inks upon h i s rece ivers when 
encoding and chooses as c lear symbols as p o s s i b l e . 

ACTIOM s i s the l a s t step o£ the comjnunication process and means 
t h a t the rece iver ac ts or responds in some way. 
The closer look in to the s ix s teps of the communication procesr 
i l l u s t r a t e s how complicated i t i s to communicate and be undereucod, 
Experie:ice frciu cur da i ly l i f e support t h i s , as i t i s so fu l l 
of examples of problems of commjanicati^- on the job and 
in the p r i v a t e l i f e , A f i r s t step towards a solut ion of the 
coramu.nication problems i s t o become fu l ly aware of the s ix etc: ,.• 
in the communication process and have them in mind - a c t i va t e 
t h i s knowledge - every time you have t o communicate. 

http://mesE.-2.ge
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Communication t o eKiployees. • 

The p r inc ipa l purpose of i n t e rna l c»mmaanication i s to help 
manageiwsrit t o opera te t h e business more successful ly . I t i s aiming 
a t passing on the information, s k i l l s , and knowledge re levan t for 
the functioning of the organisa t ion, b o l s t e r i n g or changing employee 
a t t i t u d e s toxsTards the organizat ion, and helping to solve problems 
confronting the orgard sgation and i t s eitployees. Communication 
i s therefore as necessary for an organizat ion as the bloodstream i s 
to a person. fJhat a.m -we then achieve \d.th good and honest i n t e r n a l 
communication s 

b a t t e r underst.anding 
g rea te r i n t e r e s t in the job 
s o l i d a r i t y -uith tlie organizat ion 
grea ter secur i ty 
grea ter confidence 
b e t t e r \^iriCing cl imate 
more i n rp i r a t i on to irrprovements 

I so la t ed or in c-jirbination these fac to rs lead in turn t o s 
b e t t e r _;ob ::av:iEfaction 
b e t t e r -var'k p.,irforn:iance 
increased p roduc t iv i ty 

Comrrrar.iCc.ticn has , of course, i t s l i m i t a t i o n s . As a 
function of maf:c:gc:Tient i t can not condensate or s u b s t i t u t e o ther 
functions of mLnagemcnt. B r i l l i a n t ideas even in combination with 
a pronounced a b i l i t y to corrmunicate cannot s u b s t i t u t e for ins tance 
bad f inanc ia l managsTrent, inadequate business performance, l a ck 
of planning, poor adnunis t ra t ion , i n a b i l i t y to take decis ions 
e t c . People r r e Sensi t ive in no t i c ing such th ings and even 

It 

i f t^:e b r i l i i : ^n t jdoaG are exce l l en t ly communicated but no 
action taken to i:".??.ic;:a£:?-c fheiA. there vrill be no response in 
terms of increased p roduc t iv i ty , r a the r the oppos i t e . 

However, idicre i s art increas ing evidence t h a t modern work 
problem.3 negat ive ly af fec t ing job s a t i s f a c t i o n and p roduc t i v i t y 
are r e l a t e d rii^re to a t t i t u d e c than to fundamental s k i l l s and j ob 
knowledgoc I'ho way to ii-nproverresnt i s to t r y to adapt the enployees ' 
a t t i t u d e s tcw.rc.;-; j o i n t achievement of high job s a t i s f a c t i o n 
and high produe: ' .'. v; thrcucih team work. This i s the process 

http://Comrrrar.iCc.ticn
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Result 

better communication creates 
better job performance and 
better job satisfaction. 

10 

by which managers can take act ion 
Purpose 
1. to develop the concept of the 

i.vorking place (the organization) 
as a pooling centre for group 
e f fo r t s , 

2̂ . to provide the infonnation and 
understanding necessary for 
group e f fo r t s , 

3. t o c rea te the a t t i t u d e s necessary 
for motivation and job s a t i s f a c t i o n . 

How to conrgRunicate? ' 
1- Use two-way communication 

As has already been indicated much information in o u r . -̂  
i n s t i t u t i o n s (bureaucracies, cooperat ives , f ree en te rpr i ses ) t akes 
place in form of one-way communication. However, a v iab le system 
of employee communication does not operate on a one-way switch frcOT 
the manager^ s office„ I t should r a the r be the t a r g e t t h a t each 
communication act should in p r i n c i p l e be based on the two-way 
communication between the management and the various other groups 
of employees (or individuals) of the i n s t i t u t i o n . I t i s obvious 
t h a t t h i s p r i n c i p l e should be s t r i c t l y applied in i n s t i t u t i o n s l i ke 
the cooperatives lirilcing .members^ wishes in a democrat ical ly 
organized forn and an implementation involving a l l employees. 

2. FAald up a communication net-work. 
As regards the d i rec t ion of the i n t e rna l coramvmications 

three i n t e r l i n k i n g c i r c u i t s should be b u i l t up t o t ransmit i n fo r ­
mation and opinions upwards, downwards, and l a t e r a l l y . 

organizat ion Members 

1—'Member decis ions; 

:Service to 
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Do-wnward cornrnunications This i s cornraunication flowing from 
higher to lower au thor i ty , Enployees dovaaward in the organizat ion 
have a number of communication needs, not only in the form of 
work orders and job i n s t r u c t i o n s . Of some reason or another 
management has been r e luc t an t to engage i t s e l f in systematic 
downward communication. However, t h i s i s changing now. in 
oDuntries with strong t r a d e unions the enployee assoc ia t ions 
have increas ingly come to play an inpor tant ro l e in the promotion 
of downward communication by forcing the management to formulate 
i t s problems and p o l i c i e s and communicate them to the enployees. 
Studies show tha t communication o f t h i s type of inforna t ion 
ranks high with a l l kinds of enployeess lower l eve l managers, 
£5Upervisors, office-and-shop workers. Frequent and systematic 
downward communication are connected with b e t t e r performance and 
more p o s i t i v e a t t i t u d e s . 

Upward communications To achieve a proper and smooth upward 
communication - e . g . communication from lower to higher l eve l s 
of au thor i ty involves a number of problems. Upwards communication 
tends to pass slowly. Such communication i s jusua l ly subject 
to delay, f i l t e r i n g , and d i l u t i o n . Each l e v e l i s r e l u c t a n t to 
take up problems upwards, because to do so i s considered an 
admission of f a i l u r e by the own group. Also in organiza t ions run 
by a s t r i c t l y au thor i t a r i an management and in cu l tu re s vftiere 
au thor i ta r ian ism i s p r eva i l i ng and people brought up t o b l i nd ly 
obey any au thor i ty without quest ioning i t , people are more 
l i k e l y to be r e l u c t a n t to approach the management. Two methods 
have proved e f fec t ive in s t imula t ing an upward flow of 
information and communication s 

- frequent, well organized meetings 

(see p.13-14) a t departmental and company-wide l e v e l s . 

- the top-management siitply walks about in the shop, p l an t , 
o f f i ce , sa les area and ^ e a k to t h e workers. There i s no 
adequate s u b s t i t u t e for face to face d i scuss ions . 
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Lateral communication % Especially in large organizations it is 

necessary to maintain open channels of communication linking all 

departments on the same wave length. A business organization is 

built on the great interdependence of its various functions. 

Neglect of the integration of pertinent information results in 

confusion, misunderstanding, internal rivalries, and a lack of 

coordination between units doing related work. It should be' a 

rigid rule that all essential information concerning every phase 

of the organization^ s operations is distributed to all departmental 

heads and their subordinates. As oral reports usually are grabled 

and distorted in transmission all inter-departmental information 

should be written. 

3. Build up a system of employee communication programmes. 

The functioning of an organisation is inportantly affected 

by how v/ell the euiployees can identify their own goals with those 

of the organiaation. Helping them to do so is the central 

objective of employee coifinunitation programmes. 

To be fully effective such programmes must be s 

properly organised and integrated into the structure of 

the corporate organisation, 

have the full support of the top .management to operate in 

a climate favourable to free and open exchanges of views and 

information^ 

have continuity. 

Establishment of communication objectives; The first, roost crucial 

step in setting up a eomniunications programme is to establish the 

objectives. Host inportant is that the objectives are realistic 

and understandable. The following steps will provide a useful 

guide of formulating practical and meaningful objectives: 

- through consultation with the top-management its views 

of corporate objectives are determined. 

- through interviews with various members of the management so 

much information as possible should be gathered on the present 

and expected future problem areas.. 

'- consider how enrxloyees need to be motivated to achieve the 

corporate objectives and help to solve the corporate problems. 
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- formulate objectives in the form of employee motivation. 

- submit draft objectives to all management and supervisory levels, 

- further define objectives by developing lists of themes or 

categories of communications cbntfeats aimed at achieving the 
objectives. 

What are the corporate objectives? 

- to build the individual enployees pride in and identification 

with the organization. 

- to foster understanding of the organization^ s nature, problems, 

- to increase understanding of the enployees^ role and function 

within the organization, 

- to encourage participation in efficiency measures. 

- to promote a feeling of "family" unity among the eirployees-. 

- to build up pride in the organization and understanding of the 

management problems and decisions. 

- to develop an understanding that the progress of the organization 

is linked with its business performance. 

- that productivity is the source of good economic results and 

individual î umuneration.. 

- to promote eitployees understanding of benefits and personal 

aspects of work. . 

Media and methods in employee communication programmes 

There is a variety of media and methods to be used in a 

progressive communication kits 

MEETINGS 
IMIIIWM-MIIII • I , . l „ .Ha .H,_ 

Types? supervisory staff and workers'̂  meetings 

departmental meeting 

organization wide meetings 

The written word is the basic tool of communication. However, 

meetings providing face to face oral exchanges with enployees 

can be highly effective.If planned carefully and properly 

conducted meetings can give a sensitive manager faceted 

assessments of eit|>loyees attitudes and a more varied elucidation 
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of problems and problem areas. Unfortunately many managers do 

not utilize this opportunity as they rather talk than listen 

during the meetings. Many managers talk themselves into problems 

instead of trying to find £air solutions to them by listening 

to others. Conducted in such a way meetings become a burden 

for the enployees rather than a gate to open communication, 

and free exchange of views. 

Meetings should be conducted regularly, optimally once a 

month for the entire staff and fortnightly for departments. The 

sessions should never exceed one hour and should be held during 

the vrorking hours. 

Supervisory-staff and workerŝ .tt'eetlnqs should be organized 

as open discussions of job related problems and escplanations of the 

economics of the business (fixing the targets, planning, 

introduction of new systems and techniques, etc.) 

Departmental meetings? could preferably be organized on 

serial basis. The topics shduld be selected so that they give a 

meaningful elucidation to the problems and prospects facing 

the organization and also provide for a wider outlook on the 

organization's operations. The meetings can be addressed by 

specialists within the own organization or invited from outside. 

Organization-wide meetings; the aim of such meetings is 

to promote unity among the entire staff by commenting on problems *;,. 

and prospects of the organization. They should not necessarily be 

conducted by the chief executive, though he should find time 

to be present as often as possible. The inportant thing is, that 

the meetings are conducted in an articulate, open, and honest way, 

and that the atmosphere is friendly and gives room for a sense 

of humour. 

IM HOUSE gUBLICATIONS ' 
r 

Typess company newspapers and magazines, 
personnel policy manuals, 
policy handbooks, 
recruitment brochures, 
annual - and periodic reports, 
new product information. 
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Most of the cooperative organizations have their ovm 

house publicationss newspapers, magazines, boolclets, manuals, etc. 

Ihe reason is apparent? well informed employees will be better 

ei:t5)loyees, well informed and loyal employees are "ambassadors" 

for the organization and do a better public relations work for the 

organization, and well informed ertployees become more involved in 

the work they do and get a feeling of being members of the 

organization^ s 'family". 

But the content, the selection and presentation of material 

in many in house publications are unfortunately not up to the 

stahdatd. Too many articles do not seem to be written for the 

employees. The content and presentation rather seem to be meant 

to inpress interest groups upwards in the bureaucracy or upwards/ 

laterally to the top executives of other organizations. They 

are not meant for consumption downwards in the owi organization. 

Relevant communication and proper techniques used to 

extend information should be applied in all in house publications. 

The primary audience for them is the own employees. The employees 

want substantive information about things vihich directly affect 

their job-security, wage scales, and chances for advancement, 

and they want to know the organization^ s achievements, plans 

for future growth, new products, projection of sales and profit, 

etc. Such information should naturally be incorporated in the 

publications and be presented in a way vftiich appeals to the 

receivers and makes the inforneition meaningful to them. 

Editing publications is a specialist's job, demanding 

specific qualifications and qualities of the person/persons carrying 

put this work. Sound writing and creative talent are iitportant 

for an editor. In many organizations experienced j'ournalists have 

|>een put in charge of information and publications. Ifowever, to 

jpnploy a journalist and to build up an information and public 

Relations department is, on its ovai, no answer to the problem of 

I proper communication function. The information and public 

relations department must constantly be fed with information from 

the management and from other groups of the organization. The 
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e d i t o r / j o u r n a l i s t i s only a " t e c h n i c i a n " who u n d e r s t a n d s t o 

p r e s e n t t h e i n fo rma t ion . 

OTHER WRITTEN H^TERIAL AND DEVICESs 

Types; n o t i c e b o a r d s , 
enployee l e t t e r s and memos, 
s p e c i a l occas ion handou t s , 
r e a d i n g r a c k s . 

JOB RELATED TEACHING AND INSTRUCTIC3N lyjATERIALS: 

( i n c l u d i n g v i s u a l a i d s ) . 

Such m a t e r i a l and such t r a i n i n g and i n s t r u c t i o n can 
b e s t be c a r r i e d ou t w i th in t h e p r emise s o r a s d l o s e t o them a s 
p o s s i b l e and under t h e fo l lowing forms : 

s h o r t c o u r s e s , 
seminars , 

"workshops. 

FILlyiS AND FILM STRIPS? 

Some o rgan iza t i ca i s p roduce t h e i r own f i l m s t r i p s , b u t 

v a r i o u s s p e c i a l i z e d o r g a n i z a t i o n s have a v a r i e d supply of good 

cpaali ty f i lms which can be borrowed o r r e n t e d . 

SPECIAL HINTS t 

Act acco rd ing t o your wordss In meet ings wi th s u b o r d i n a t e s 

managers sometimes agree t o p r o p o s a l s and measures t o b e # 

t aken and ask fo r r e p o r t s , p l a n s , i n fo rma t ion , and p r o p o s a l s 

t o be submi t t ed t o him fo r approva l b e f o r e t h e y a r e s e n t for 

communication w i t h i n t h e o r g a n i z a t i o n . In too many c a s e s 

no a c t i o n i s t aken by t h e manager. Many good p i e c e s of work 

and i d e a s t o b e inplemented a r e i n s t e a d s t o r e d i n t h e manager^ s 

w r i t i n g desk-drawers and neve r u t i l i z e d , and many h o u r s of t hough t 

and work of t h e enployees a r e he reby was ted . 

By such a behaviour t h e manager e f f i c i e n t l y b l o c k s a l l 

communication. By n o t a c t i n g and t h u s n o t keep ing h i s words he 

a l s o b l o c k s and r i s k s t o d e s t r o y c o n p l e t e l y h i s r e l a t i o n s t o 

h i s s u b o r d i n a t e s . In t h e i r eyes he b u i l d s up t h e i n p r e s s i o n of a 

pe r son v^o i s n o t r e l i a b l e , vftio i s a f r a i d of t a k i n g d e c i s i o n s , 

i n a c t i v e , and n o t a b l e t o s e e t o t h e b e s t of h i s o r g a n i z a t i o n . 



ACCM - BP 156 
Communication and 
Communication Procedures 

17 

Don̂  t forget , t ha t act ion i s one symbol vJiich i s useful in 
coininunication and one symbol which i s decoded by the err^loyees 
whether the manager planned to use ac t ion consciously as a 
symbol in h i s communication or no t . 

Be present as much as possibles To be present i s an 
action which i s not iced by the eitployees. By being presen t you 
communicate some sor t of d i s c ip l ine towards your work. By not 
being presen t you may c rea te an a t t i t u d e among the enployees 
t h a t a lso to them i t does not matter vSiether one i s t he re or no t . 
Again, don^t forget t ha t act ion i s a s;'Ttibol -v^ich i s useful and 
ef fec t ive in the communicatioi p rocess . 

De-mystify managements A manager i s not a god. He i s ' an 
ordinary man \^o has been se lec ted to carry out a c e r t a i n 
function in t h e organiza t ion . He i s an employee as 6 ther eit5>loyees. 
His job d i f f e r s from tha t of other enployeed ih terms of g rea te r 
r e s p o n s i b i l i t y , he might get b e t t e r paid for h i s job and get a 
number of o ther b e n e f i t s . He i§ employed by the board (and w i l l 
get sacked by the board i f th ings go wrong), while h i s subordinates 
are ertployed by him. There i s nothing mystic in being a manager. 
I t i s an ordinary job which requ i res specia l s k i l l s and 
a b i l i t i e s . But so do other j obs . 

Managers, however, often t r y to mystify t h e i r vork, and 
the r o l e they play in the organiza t ion . They bu i ld up images of 
being outstanding persons, v^o requ i re spec ia l arrangements t o be 
able to work? b ig of f ice rooms, exclusive fu rn i tu re , a number 
of telephones, tape recorder , someone to car ry t h e i r bag and 
papers , spec ia l g ree t ings , specia l s t y l e of c lo thes . And they 
pre fe r to communicate with people in these surroundings/ to 
remain s i t t i n g behind t h e i r big desks and receive people , 
(do they have t o h ide t h e i r i n secu r i t y or t h e i r "fear" of 
d i r e c t confrontat ion with ernployees by being safe in t h e i r own 
surroundings?) From a communication po in t of view t h i s way of 
functioning i s d i s a s t r o u s . Many enployees fee l uncomfortabxe in 
such smart surroundings, many enployees f ee l shy to knock 
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the door and \valk the "long" distance from the door to the chair 
at the manager̂  s desk meant for visitors, often they feel shy to 
enter these surroundings in their clothes •v îch might be dirty 
from the work they are carrying out in the organization. So 
they rather abstain from the communication, they actually wanted 
to in i t ia te . Managers should .think upon the time when they 
themselves were youngsters and "under-dogs", and apprentices. 
They should be the ones who break this barrier to a more easy 

communication. Managers should nove around in the plants, 
offices, sales localities, godovms, etc to see for themselves 
what i s going on, to try to get on-the-spot-and direct communica­
tion with the enployees. 

The time spent on communication varies, but a good guess is 

is that good managers will use half of their time on comraunicatibn. 

A substantial time of this i s used in listening, A study of 

higher managers revealed that they spent 48% of their time »>» 

on listening, talked 30% of their time, read 16%, and wrote 9%. 

A key to good management is to be a good l istener. 

The art of listenings A- very efficient way of receiving 

information i s through listening. There are 10 commandments for 

good listening, and they are s 

1. Stop talking. You cannot talk if you are listening. Polonious 

(Hamlet) saids "give every man thine ear, but few thy voice," 

2. Put the talker at ease. Help him to feel that he i s free to 

talk. 

3. Show him that vou want to l isten. Look and act interested. Do 

not read your mail >^ile he i s talking. Listen to understand 

rather than to oppose. 

4. Remove distractions. Don t̂ doodle, tap, or shuffle papers. 
Will i t be quiter if you shut the door? ii 

5. 'Sympathize with him. Try to piit yourself in his place so that 

you can see his point of view. 

file:///valk
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6. Be p a t i e n t . Allow p len ty of t ime. Do not i n t e r r u p t him. 
Don^t s t a r t for the door or walk away. 

7. Hold your temper. Any angry man gets the wrong meaning from 

words. 
8," Go easy on argument and c r i t i c i s m . This pu t s him on the 

defensive. He may "oalm up" or get angty. Do not argues even 
i f you win, you l o s e . 

9 . Ask ques t ions . This encourages him and shows t h a t you are 
l i s t e n i n g . I t helps t o develop fur ther p o i n t s . 

10. Stop talkinrg,. This i s f i r s t and l a s t , because a l l o ther 
commandments depend on i t . You j u s t cannot do a good l i s t e n i n g 
job v^ i l e you are t a l k ing . 
Nature gave man two ea r s , but only one tongue. 

(from K.Daviss Human Behaviour a t Work, Tt-iH ed i t ion , p.396 
New Delhi 1975) 

How to say/wri te i t ? 
1. Use s inp le words ins tead of conplex ones. Never use a word of 

several sy l l ab l e s when a woria of one o r two s y l l a b l e s wi l l 
do j u s t as wel l . 

2. Use personal vjords. The generous use of personal pronouns-

(you, we,etc) will make your material more interesting to your 

reader. For instances "We want you to " instead of 

"The conpany wants its errployees to ....". 

3. Use short sentences and sirrple sentence structure. Avoid 

dependant clauses and qualifying phrases. The New York Times 

has a basic recommendation to its reporters? One idea, one 

sentence, 

4. Use the active rather than the passive voice. Do not says 

"Your year", say "you must conplete your vacation.... etc" 

or even better : "you must take all your vacation ....etc". 

5„ Eliminate unnecessary words. Go back over a page or a section 

after you have written it, you will be surprised how many 

words you can cut out without changing the meaning at all. 
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6. Keep your paragraphs shor t . Any paragraph o£ nvore than e ight 
or ten l i n e s can almost always be broken up in to tvio or more 
paragraphs. Use subheadings often to add i n t e r e s t t o the page. 

7. Be sure t h a t the enphasis in any sentence or paragraph f a l l s 
on the irtportant po in t t h a t you want t o make. Often t h i s can 
be done by proper use of punctuation; the use of the colon i s 
p a r t i c u l a r l y helpful h e r e . But often you wi l l find on 
rereading t h a t you wi l l have t o rearrange your sentence to dr ive 
home the inport^ant p o i n t . 

(from Joseph J.Pamularo (ed)s Handbook of Modem Personnel. 
Administration. McGraw-Hill, Inc . New York, 1972. 74-6)* 
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Communication is perhaps the life-blood of any modem activity, being 

rightly regarded as a professional asset to any field of endeavour (DEM 

AM) BEYSON, 196l). 

These authors have also emphasized that effective communication is 

inseparable from effective thinking, and a study of the situations and 

processesses in modem public communication-is vital to aH communicators. 

Communication, in modem terms, haS also ecological and enviroxmental 

implications, in terms of vital social concerns which organizations must 

comprehend and adopt (ARIM, 1974). 

For, gone are the days when an organization could get along happily 

on the strength of its corporate image alone. In fact, such excessive . •'; 

reliance on the corporate strength and ecological indifference has led 

to one-time leading American institutions even losing public confidence 

(HILL, 1974). 

HIUi (loce cit.) has pleaded that public relations (or commxmication) 

and PR practitioners should now help business statemanship towards 

"forward thinking and actions in the interest of society as a whole." 

He declared: "» , » Leaders of (American) industry have respon­

sibilities far beyond their own companies, their own communities or their 

own nation, 

"The problems of the world are coming to their doorsteps," 

This is of course true in the context of any large-scale enterprise 

or activity, especially those which are "multi-national". 

Hence, the Co-operative Movement should take due heed of this 

situation — itself being 'multi-national' in the widest sense of the 

terms. 

In fact, the cooperative movement can be said to be at the cross­

roads today, with the writing on the wall being: "Communicate or perish:" 

A cooperative society has been defined by the Inteamational 

labour Organization (See UARAYAUAII, 1975) as "an association of 

economically weak persons who, volvintarily and on the basis of equal 

rights and equal responsibility, transfer to an undertaking their 

economic needs which they are \mable to fully satisfy by individual 

efforts", 

file:///mable
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This definition perhaps applies largely to the Third World, where 

the people in some developing countries lack not only the resources but 

even the will to strive for socio-economic betterment like their 

counteorparts in the industrialized countries. 

However, this is a far cry from the 'Nev/ Horizons' which the 

International Cooperative Movement has reached today — especially after . 

the adoption of the resolution on 'Cooperative Democracy' by the 

International Cooperative Alliance (ICA) at its 24th Congress held in 

Hamburg in 1969 (WATKIIIS, 1970), 

The Cooperative Development Decade itself is now under way, 

conjointly with the United Nations' own Second Development Decade, ; 

This has enabled the cooperative movement to make its policies 

and programmes discernible and viable in teims of the objectives which 

the United Nations has adopted for implementation by member-nations 

during the current decade. 

In Malaysia, the first half of the Cooperative and the UN Develop­

ment Decades have happily coincided with the country's own Second Five-

Year Elan (1971-75), universally known as the Second Malaysia Plaii which 

is also the blueprient for the nation's New Economic Policy (GOVBBNMENT 

OP MALAYSIA, 1971). 

The Plan has incorporated a two-pronged objective to eradicate 

poverty irrespective of race, and to restructure the Malaysian society 

to reduce and eventually eliminate the identification of any race with 

any economic function. 

The Cooperatives, being non-partisan, non-political, non-seotaxianj 

and non-discriminatory in natxare and organization, naturally became one 

of the key social instnjments throvigh which the Plan's higher objectives 

are being attained, 1. 

More recently, the Cooperative Ordinance, originally adopted in 

1948, was sought to be emended to enable it to keep in line with 

the modem development of the national cooperative movement, 

A Bill to amend the Ordinance has already been approved by the 

Malaysian Parliament. The Act seeks to''modernize' the operation of 
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cooperatiYes through the following measures: 

(a) The minimvoa number of members in a cooperative society is to 

be raised from 10 to 100 persons, to eliminate uafcLable 

'mushroom' societies which hamper the progress of the 

movement 5 

(b) the cooperative societies would henceforth be able to foim 

subsidiaiy companies, participate in joint-venture vdth non 

cooperative orgaiiizations and corporations, and issue bonus 

shares to members through revaluation of their assets? 

(o) a National Cooperative Advisory Council is to be set up, to 

represent the movement at national level. 

The definition of a cooperative society has also been modernized, 

k cooperative is defined in the Act as "a registered society 

which has as its object the promotion of the economic interests of 

its members in accordance with cooperative principles; namelŷ « 

* volimtary and open membership| 

* democratic management,; 

* limited interest on capital5 

* equitable division of profits| 

* promotion of cooperative educationj and 

* active cooperation among cooperative societies". 

The Act generated one of the keenest debates ever in the Malaysian 

Parliament, with members from all sides of the House (and political 

affiliations) extending their support to the development of the nation's 

growing cooperative movement. 

Needless to say that the 'lively interest' shown by the MP's 

in the Bill is positive proof of the success of the communication efforts 

mounted by the movement in recent years. 

In fact, the cooperative light in Malaysia is no longer hidden 

under the bushel of one-time reticence and shyness among cooperators, 

to whom the movement then represented st3?ay emergency needs in teims 

of 'thrift and loan' only. 

Instead, it is being held aloft increasingly - to spread the light 

of knowledge all around, and dispel the darkness of ignorance and 

misconception. 
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Caranrunication is a vital f-unction of the movement's management today-

an indication of the rising tide of oommimication among Malaysian coops 

is the spectacular expansion of the Malaysian Cooperative Printing Press 

Society which, within, seven years of establishment, has become a beehive 

of round-the-clock activity (working 24 hours throughout the year except 

for five public holidays), 

The Press is also being extended to considerably increase its 

production capacity through the installation of most modem equipment 

for printing —. to cope with the ever-increasing demand for its varied 

services, 

^he expansion of the cooperative printing press is a fitm indication 

of the extensive use of the print media by the movement to communicate 

with its members and supporters. 

A i-ange of serial and oasi;ial publications on cooperation regularly 

roll off the pressess at the Cooperative Printing Press, These include 

the following! 

* felaysxan Co-operator 

The monthly bilingual (English and Bahasa Malaysia) publication 

of the Cooperative Union of Malaysia, in tabloid size, which expounds 

the progress in Member-societies in relation to developments of 

significance nationally, regionally and internationally; 

* Suara CGB 

The regular bilingual (English and Bahasa Malaysaa) publication 

of the Cooperative Central Bank Ltd, highlighting motivational commu­

nications of the Bank with its members as accovmt-holders, depositors 

and borrowers, investors and shareholders5 

* CAM Review 

The bi-annual English publication of the Cooperative Autov/orks 

Ltd, which provides news and information on the inoreasijog technical 

and technological capacity and innovations of the country's only 

cooperative auto repair and maintenance unit, now drawing increasing 

institutional support among even non-cooperatorsj 

* MCIS Review 

The annual publication of the Malaysian Cooperative Insurance 

Society, the fountain-head of inspiration to societies wihin its 
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group and to the increasing nimiber of associated companies and 

corporations, outlining new concepts and philosophies of relevance to 

the group's activities| 

* Breakthrough 

The bilingual monthly serving as a motivational medium among the 

staff of the MOIS group — in itself quite unique as an employee 

communication aid| 

* What* s New in Jaya Purl 

A monthly newsletter in English, to inform the clientele of 

Malaysia's only cooperative five-star international class hotel in 

Petaling Jaya, about its current attractions and coming events; •: 

* Emporixm Newsletter 

A 'fighting' "publication highlighting the varied shopping 

available in the premises and arcades of the Coop Emporium in Petaling 

Jaya, one of the coop supermarkets steadily making their presence felt 

in Peninsular Malaysia, 

Apart from these, the National Cooperative Union, AITGKASA, also 

publishes a highly popular monthly in Bahasa Malaysia, entitled 

Pelancar, which can be regarded as the national spokesman of the move­

ment among the concerned publics. Perhaps, among the many and vailed 

cooperative publications in Malaysia, Pelanoag oesn be regarded as the 

sipirf-ngbbard of national concepts and innovations which would give the 

movement not only the advantage of 'spreading its wings' inteamationally 

but also putting down 'roots' nationally, 

Ihe Malaysian cooperative movement is extremely f ortxmate in 

having Professor Ungku Aziz, the respected Vice-Chancellor of the 

University of Malaya, as the head of Ajigkasa, and Encik N.A, Kularajah, 

the dynamic executive supremo of the MCIS group^' as the President 

of the Cooperative Union of Malaysia, ' 

While the former's influence ~ as the national cooperative union — 

is steadily penetrating among the official and organizational echelons, 

especially at the grass roots level among the societies, the CUM 

is solidly drawing together the urban secondary societies which have 
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the fiiaanoial wherewithal and hence need top calibre managerial 

expertise to guide them regarding avenues such as major investments and 

participation in diversified industrial projects. 

Thus, mass communication at the macro level has necessarily to 

be supplemental with inter-personal communication among influential 

target groups. 

This is what the veteran management coimcellor PHILIP lESLY (l974) 

called "The People Factor" in his widely read book of the same title. 

Angkasa and the GUM resort to extensive inter-personal communication 

techniques to bridge what liSSLY (loc, cit«) termed as the"widening chasm 

between those who manage institutions and a restive public vexed- by the 

virtually speechless spokesmen of organizations". 

Cofflm.unication, in this regard, has the following major roless 

1, to report; 4. to persuade5. and 

2, to instiuct; 5« to inoculate, 

3, to order5 

At inter-personal level, commimication helps the leaders of the 

Malaysian cooperative movement to obtain almost instantaneous feedback, 

without which it would be difficult, to make many of the urgent management 

decisions. 

After all, cooperatives in Malaysia have become both economic and ''. 

social organizations, also possessing a definite role in the protection 

of individual rights and himan dignity (KUIARAJAH, 1968). Without 

continual comm-unication with the general body of members, leaders of the 

movement can hardly hope to take, much less implement, major decisions. 

The technique of conference seminars and meetings is extensively 

used in this regard, in reiteration of the modem management concept that 

well conceived and efficiently run meetings"constitute highly effective 

communication tools (CAVALIEB, 1973). 

In this regard, the cross fertilization of concepts between the 

academic and entrepreneural realjns> in Malaysia has significantly 

benefitted the cooperative movement. 
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Meetings of the MalaysianoaopperatxTe movement aren't necessarily 

'macro' affairs • • • notable exceptions, of course, are national-scale 

conferences and celebrations (e.g,, the lOA Day, which in 1975 was 

celebrated in Malaysia on an unpreoedentl^r large scale with the Honorable 

Prime Minister himself participating in the celebrations, and reiterating 

the government's all-out support to the cooperative movement). 

Close rapport and comfortable meetings for meaningful dialogue 

have been established at smaller-meetings — typical are the frequent 

seminars now held on topics such as consumerism, women's role in 

cooperative and management of cooperative societies and joint-venture 

organizations (see Malaysian Ooopera-feor, 1975 issues), ; 

Just as innovatively, the Malaysian co-op leaders are also 

utilizing personal oommunication channels to extend the horizons of 

cooperation significantly. 

This type of cosy comm-unication exercise is becoming just aŝ  

popular and necessaiy as larger-scale meetings i » • sometimes, the 

participants number just â  handful of top-echelon leaders.' 

Sace-to-faoe communication, at any level or scale, is becoming 

highly valuable to Malaysian cooperatives, especially in regard to 

joint-venture participation in projects with the public (official and 

governmental) aad the private (commercial) sectoi's. 

This is a corporate break-through indeed, for, it was only a few 

years ago that the movement's leaders had to remain content with an 

occasional 'loan us more' visit to the odd bank manager. 

Today, the co-op leaders and their successors are often seen in 

panelled in board rooms, discussing in hush tones (hardly inter-personal 

in terms of decibels) the intricacies of high finance, 

Throiigh such personal and personalized coEmitinication, the Malaysian 

cooperative movement is steadily preparing"itself to meet the challenges 

of the days to come — "Tomorrow, a Oo-op World", as KUMRAJAH (l975) 

called it recentlyj in August company headed by the President of India 

and the doyens of the lOA, 

The authors see future extensions of the co-op conmiunication 

systems to include both above-the-line media and their below-the-line 
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oounterparllB (see JEPKIlfS, 1973). 

This niay mean, in due course, more direct mail, more point-of-scale 

promotions, more merchandising, etc, in addition to co-ops tafclng up 

more space in the traditional media .,, and even more (rather, many) site 

messages to convey the co-op message to the comity. 

In this task, the co-ops in Malaysia are richly supported by 

other people's movements, ranging from trade unions to women's organi­

zations. 

Consequently, co-ops are commuiaieating to newer dimensions, using 

newer techniques and communication tools. In so doing, they are ;. 

increasingly demonstrating the viability and eternity of the co-op maxim: 

"All Por Each, Each lor All", 

Tomorrow ,,« a co-op world indeed, if cooEiunication can continue 

to strive in the maicing of it as envisaged by the new pioneers,' 
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This presentat ion of some thoughts on the subject of "Public Relations" i s i n t en ­

ded to generate i n the mind of the reader some questions and ideas for'discsussion 

a t the ICl Asian Conference on Cooperative Management. For the purpose of th i s 

presentat ion, "Public Relations" are considered to be r e l a t i ons of management 

with any individuals or groups outside the immediate management team. This broad 

deflj i i t ion i s being used because of the in^jortance of good re l a t ions vd.th a l l the 

groups concerned and the s imi la r i ty of the p r inc ip les and methods involved. 

Basic r e spons ib i l i ty for the promotion of "Public Relations" within and outside of 

the Cooperative l i e s with the management of tha t Cooperative^ as does the responsi­

b i l i t y for a l l a c t i v i t i e s . Delegation of port ions of t ha t r e spons ib i l i t y to others 

i s as l e s i r a b i e for t h i s as i t i s for the other a c t i v i t i e s . In faotji every member, 

board member, manager, and euployee should fee l , and have, some i^esponsibillty for 

the promotion of "PuWJLc Relations'!, Within the context of our def in i t ibn j "Public 

Relations" involves r e l a t ions with members, enployees, suppl iers , and customers^ 

other cooperatives, general public and the community and the government, as well as 

between the two management l e v e l s , i » e . , board of d i r ec to r s and professional 

management themselves.. 

The iD5)ortance of t h i s area of a c t i v i t y hardly need be mentioned since i t i s funda­

mental to the basic existence,, as well as success, of any cooperative. As does 

everything e l s e , cooperatives and the i r management operate i n an environment, or 

climate, which can be anything from extremely favourable to conpletely des t ruc t ive . 

In general, t h e i r r e l a t i ons ;d.th others l a rge ly determine the nature of t ha t envi­

ronment. For ins tance , the general public and, i n turn, the government inpose the 

lega l environment which could even prevent the existence of cooperatives. By con­

t r a s t i n India , for exanple, laws are in existence which provide ass i s tance and. 

subsidy to cooperatives i n recognition of t he i r soc ia l as well as economic purpose 

and value. 

1' -

The general p r inc ip le for the promotion of good "Public Relations" m i ^ t be simply 

stated as one of good "communications", but only i f i t i s realized that communica­

t ion i s a conplete, two-way system. The system involves providing information, 

having i t received, and receiving a response from the rec ip ien t t ha t the informa­

t ion has been accepted and understood. Accordingly, " l i s ten ing" i s as inpor tan t 
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as " t e l l i n g " . One r o i ^ t summarize the p r inc ip les i n another way: t e l l the t rue 

story; t e l l i t well and often, t e l l i t to the idght people i n the proper maimer^ 

and t e l l i t by both word and «leed. Obviously, iiie response aspect of communica­

t ion i s necessary i n order to determine "whom" to t e l l the s tory to and "how" to 

t s l l i t . I t s in^jortance d i c t a t e s an ac t ive , organized programme and assignment of 

the respons ib i l i ty to a key management team member. 

In the following tex t we wi l l discuss the subject i n r e l a t ioh to d i f fe ren t sbg-

ments of the environment. These a re arranged jiore or l e s s i n order of the IkBpor-

tance they command in the U. S, present ly . sThis order could be d i f fe ren t for other 

countries and also di f ferent a t any given time i n h i s to ry but a l l are very 

inportflnt. 

Relations with Members. 

Since the cooperative ex i s t s for i t s members the inpcrtance of memVer r e l a t i ons i s 

axiomatic. The objective of management's member r e l a t i ons a c t i v i t i e s should be to 

ensure tha t the members r ea l i ze t h i s , give i t fu l l support, and promote t he i r 

cooperative with o thers . 

The ia)st obvious method of informing a l l the members of the worth of t h e i r coopera­

t ive i s by the payment of subs tan t ia l patronage refunds and rendering services to 

them pronptly and e f f i c i en t ly - the "deed" method. This' i s undoubtedly also the 

most effect ive. The U.S. regional cooperatives had an idea l opportunity recent ly 

to effect ively put tiie service feature in to pract ice . . During the petroleum and 

f e r t i l i z e r shortage and steep p r ice r i s e , the p r iva t e petroleum firms pronptly 

cut the supplies to the l e s s prof i tab le r u r a l areas i n favour of the big c i t i e s 

and the f e r t i l i z e r manufacturers shifted to export markets where the p r i ces were 

higher (as they both should i n ihe i n t e r e s t of r e tu rn on -Uieir stockholders* 

c a p i t a l ) . The cooperatives, by cont ras t , not only retained the i r production 

and supplies coii5)letely for the i r members, but. absorbed a port ion of the pr ice 

r i s e s so the members could more eas i ly buy the products. This decreased 

patronage refunds tenporar i ly but the timely action more than of fse t t h i s by 

allowing higher production with r a i s ing ag r i cu l tu ra l p r ices and the members 

were grea t ly benefited overa l l . 
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In cases where patronage refunds are not cha rac t e r i s t i c of "Uae operation of the 

cooperative, other performance c r i t e r i a (such as lower pr ices to members) must be 

subst i tu ted. The service port ion of the "deed" method becomes even more Inpor tant 

i n these cases. 

However, since most people tend to forget unless reminded and there can be years 

which are poor f inancia l ly , other methods should be euployed as well. This i s to 

help the "promote" objective as well since the member needs ass is tance in t e l l i n g 

h i s ne i ^bou r about the value of cooperation. 

These methods wi l l vary from place to place and time to time, depending on comimini-

cations f a c i l i t i e s ava i lab le , degree of l i t e r a c y among members, geographical area 

covered, size of membership, and even type of cooperative. Accordingly, w© w i l l 

discuss only general methods and leave "mechanism" for the discussions. Some of 

these "methods" are as follows-: 

1, Cooperative Education 

F i r s t and foremost, the member should understand what cooperation i s , how 

i t works, and what i t should be ej^ected to do for him and the other 

members. The f i r s t step i n a successful programme i s to assign someone 

(board members, professional management,, or both) to be responsible for 

seeing t ha t t h i s and the oiiier "methods" discussed below are ac t ive ly 

pursued. This person may delegate the actual conduct of the programme 

to o thers , but he must be responsible for i t s success. Maether tMs i s 

done by formal courses, discussion groups, prepared l i t e r a t u r e , v i l lage 

meetings, cooperative personnel, cooperative educational organisat ions , 

correspondence courses, or combinations of a l l , matters l i t t l e as long as 

a l l members are esqjosed to i t and understand i t . 

In some countries formal i n s t i t u t i o n s and programme have been established 

for t h i s purpose. Some have i t avai lable as p a r t ' o f a public school 

curriculum. In some i t i s tJie sole r e spons ib i l i t y of the cooperatives 

themselves, but in many i t i s a combination of a l l of these. In any event, 

i t i s grea t ly in the i n t e r e s t of the indiv idual cooperative to be cer ta in 

i t takes place regardless of how i t i s done. 
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Uiiderstandlng Operktions 

Whether the cooperative i s i n marketing, supply, service, or whatever, 

an inpor tant step i n building member involvement i s to provide the member 

with a rudimentary understanding of how h i s cooperative operates , what I t s 

problems a re , and what i t s overal l plans and objectives are . In addit ion 

to h i s l imited contacts in h i s dealings with the cooperatives, he must 

have some exposure to a l l i t s a c t i v i t i e s . This can be done as a pa r t of 

or as an adjunct to the cooperative education programme depending upon -

circumstances. Other effect ive devices are special member group v i s i t s 

to f a c i l i t i e s , prepared l i t e r a t u r e for a l l members, presenta t ions made 

a t member meetings, e tc . 

Building Member Involvement 

In addit ion to the two items above which contr ibute great ly to t h i s 

subject, there are other s teps vfoich can contr ibute subs tan t ia l ly i f 

taken. The "mechanism" for these wi l l vary widely with circumstances 

but the e s sen t i a l steps are these: * 

a. Disseminate news of progress, p lans , problems, employees, other members, 

major cooperative developments (yours and others'"), as widely as 

possible to members. Get the "key" ac t ive members i n each area to help . 

b. So l i c i t opinions and advice from as'many members as poss ib le ( p a r t i ­

cular ly "key") on plans being considered and problems being faced. 

c. Survey the membership per iod ica l ly on t h e i r needs and requirements. 

Extension Services 

For ag r i cu l tu ra l producer cooperatives, the extension service providing 

advice and information to the farmer members on t he i r own problems should 

be a way of l i f e for the cooperative. Not only does i t enable him to 

produce more and iirprove the cooperat ive 's voluipe and v i a b i l i t y , but i s a 

very effect ive instrument for a s s i s t i ng the f i r s t th ree methods discussed. 

This subject has been well covered in the p a s t , but i t i s mentioned here 

to en^jhasize a pa r t i cu la r poin t . Thai, point i s tha t a similar "extension" 

service i s probably nearly as valuable to a l l types of cooperatives. 
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For consumer cooperatives, advice and information on qual i ty , n u t r i t i o n , 

food, preparat ions , e t c . , w i l l accocplish the same general things as are 

acconplished with the farmers extension service. Methods wi l l d i f fer 

but the idea i s the same. Most of t h i s w i l l physical ly take place a t the 

s tore ra ther than a t the honje while the agr icu l tu ra l service takes place 

mostly by v i s i t s but i s merely a change in proportion, both should occur 

i n both cases. The proportion one to the other i t s e l f wi l l even change 

depending upon the loca l conditions. Mailings, special courses, group 

meetings, and similar techniques are also indicated. 

o I t i s t h i s wri ter*s humble opinion tha t Member Relations are the most 

inpor tant single aspect of "public re la t ions" and can do more to influence 

the success or fa i lure of a cooperative venture than any other single 

item - given that by law cooperatives are permitted to ex is t . The members 

are r e a l l y the cooperative* s sole asse t - a l l other asse ts can be replaced, 

borrowed, traded, or tenporar i ly l o s t without d i sas te r necessar i ly 

occuring. 

Other In t e rna l "Public Relations" 

Althou^. the r e l a t i o n s between the elected management (Board of Directors or 

Board of Management) and the professional , hired management are a major topic 

^ i n i t s e l f , we wi l l mention i t here b r i e f ly for the sake of conpleteness. Moreover, 

the general p r inc ip le s which apply to most r e l a t i ons a re worth repeat ing. The 

cooperatives in the Western countr ies , p a r t i c u l a r l y in the U.S. , did not r ea l ly 

become successful u n t i l they real ized that professional management was required 

to operate any type of business successfully and established the proper r e l a t i o n ­

ship between Board and Mianager. Good communications (two-way) are essen t ia l and 

i t behoves each to involve the other i n i t s a c t i v i t i e s as much as p r a c t i c a l . 

Small gestures such as requesting opinions, consul ta t ions p r io r to important 

decisions even though approvals are not required, e t c . , lubr ica te the cominini-

cat ions channels and promote a "team s p i r i t " so essenti^al for e f f i c i en t working. 

Relations with customers in the case of producers* cooperatives are of obvious 

major inportance and warrant s t r i c t supervision on ihe p a r t of management. Since 

t M s aspect of r e l a t i ons w i l l be automatically a p a r t of our Marketing Management 
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discussions, there i s l i t t l e need to dwell on the subject here. Vbere the 

customers are members, the Member Relations comments also apply. 

Relations with suppliers are iirportant for the economic well-being of the coope­

r a t i ve and, a t times, can be even c r i t i c a l . In times of acute shortage, a good 

re la t ionship can mean the difference in being able to operate due to i n a b i l i t y t o 

get supplies and mater ia ls . Sippl iers wi l l be incl ined also to ^ v e be t te r and 

fas te r service to customers viih whom a good re la t ionship has been establ ished. 

Fair treatment, not p r e f e r e n t i a l , i s the soundest bas i s for good supplier r e l a t i ons 

with good communications as an essen t ia l adjunct. Each should make an effor t to 

keep the other informed of plans and problems in order to avoid future misunder­

standings and "surprise" c r i s e s . 

Again, r e l a t i ons with en^iioyees only need be mentioned here since Personnel Manage­

ment i s another of our topics . Poor enployee r e l a t i o n s can r e s u l t in l o s s of 

production, ine f f i c i enc ies , and even de l ibera te sabotage. These can eas i ly cancel 

out any raw mater ia l , locat ion, modern f a c i l i t i e s , ' or market advantages the 

cooperative might have. This makes eiaployee r e l a t i o n s one of the more inpor tant 

r e l a t i ons a c t i v i t i e s of management from an economic point of view. Reasonable 

expenditures i n promoting good enployee r e l a t i ons are r e a l l y investments upon 

which re turns are good. 

Relations Idth Other Cooperatives 

Cooperation i s more than a term which merely defines a cer ta in type of business 

organization. The acconpanying social purposes and the fact t h a t i t i s pr imari ly 

applicable to la rge numbers of economioally disadvantaged people, j u s t i f y 

cooperation commonly being called a "movement". This, p lus the fact t h a t a U 

cooperatives have so very many things i n common, means tha t cooperatives are 

morally bound to cu l t iva te extensive re la t ionsh ips with other cooperatives - and 

on a world-wide bas i s . I t i s also advantageous to each cooperative because 

concerted action can influence the l ega l and p o l i t i c a l environment in which they 

a l l operate. 

More than t h i s , the economic advantages of cooperation between cooperatives are 

f a i r l y obvious and have been dramatical ly demonstrated time and time again. 

Jo in t action by cooperatives i s r e a l l y j u s t an extension of the bas i s cooperative 
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which i s j o i n t act ion by individuals to the i r mutual benefit . The economic 

advantages are almost too numerous to mention but some of the more inpor tant a r e : 

1. Pooling of resources r e s u l t s in increased purchasing power for a l l . I t 

can even lead to jointly-owned f a c i l i t i e s which produce raw materials and 

supplies for the member cooperatives r e su l t i ng in large savings on those 

items as well as assured supplies. An outstanding exan^jle of the la t ter 

i s ci ted i n the attached descr ipt ion of the Indian Farmers F e r t i l i z e r 

Cooperative. 

2. Jo in t marketing by a group of cooperatives can eliminate brokers and 

middlemen re su l t i ng i n increased re turn to each member cooperative. A 

fine example of t h i s i s given in the attached descript ion of Soy-Qot Sales, 

a vegetable o i l marketing cooperative owned by cooperative oilseed 

processors. The processors themselves are in turn owned by the farmers 

so that the benefi ts eventually re turn to the producer. I t a l so points 

out the other advantages tha t accrue as by-products of the marketing 

ef for t . Actually, the processors* u n i t s themselves are j o i n t marketing 

exanples since some are owhed by farmers marketing organisat ions as weH 

as Individual farmers. 

3. National or regional associat ions or federat ions of cooperatives enable 

•them to engage in a c t i v i t i e s of subs tant ia l benefi t to' themselves which 

none of the smaller individual cooperatives could afford to undertake 

on the i r own such as : nationwide or worldwide promotion, research and 

development, development of materials and methods for education and 

t ra in ing of members and enployees, e t c . 

4.. There are many other l e s s d i r e c t economic advantages which are accruing 

to many "cooperating" cooperatives current ly through such things as 

exchange of experienced personnel, assis tanpe on common problems, 

exchange of technical and market information, and even loan of raw 

materials and supplies or teuporary storage or uptake of surplus 

products. 



. 178 
ACCM - BP 
Management and Publ ic 

3 Re la t ions 

The d i r ec t economic "benefits of nat ional and regional associat ions are mentioned 

above but i nd i r ec t benefi ts may be even more subs tan t ia l . Through large associa­

t ions the individual cooperatives can become effective instruments for the conduct 

of the l a s t two types of "Public Relations" which wi l l be discussed below, i . e . , 

r e l a t ions with the general public and the government. In some countries these 

associat ions are mandatory while in others they are con^sletely voluntary. In 

e i the r case, act ive par t i c ipa t ion in and support of these i s in the best i n t e r e s t 

of a l l the cooperatives. To repeat , organised group action and pooling of 

resources permits the cooperatives to accrue many advantages for t he i r indixddual 

members and organizations than would be possible otherwise. 

Some of the various forms of cooperation between cooperatives via formal 

organisations are as follows: 

1. General Associations - These are usual ly a t a nat ional level and 

incorporate nearly a l l types of cooperatives, i . e . , ag r icu l tu ra l marketing 

and supply, consumers, insurance, a r t i s ans marketing and supply, heal th 

care, labour cooperatives, c r ed i t unions, banking,rural e l e c t r i c and 

telephone, consumer services, farm services , e t c . 

In some countr ies , these are conpletely voluntary and supported sole ly 

by member contr ibut ions. Naturally, not a l l cooperatives belong to such 

an organisation but they do tend to a t t r a c t members from a l l the d i f fe ren t 

types and represent a conplete cross-sect ion of the movement. They tend 

also to represent the movement i n in te rna t iona l a c t i v i t i e s and in those 

matters of i n t e r e s t to a l l cooperators (such as general cooperative 

l eg i s l a t i on ) as well as providing a focal point for in ter -coopera t ive 

development. The cooperative League of the U.S.A. (CLUSA) i s an exaaple 

of such an organisation. I t i s characterised by an outstanding programme 

of promotion of r e l a t ions with the publ ic , with federal (or cent ra l ) 

government, between a l l types of cooperatives, with cooperatives i n 

third countries ( i t i s the U.S. member of the ICA),, and the production 

of mater ials and methods for member education and management development. 

In other countries where cooperative resources are being developed and 

ass is tance i s required or where the movement i s more highly structured 

for other reasons, a more formal grouping i s o r i g ina l l y o r^n i zed and 



179 
ACCM - IP 
Management and Pub l i c 

E e l a t i o n s 

possibly even subsidized by government agencies, in exanple i s the 

National Cooperative Union of India (WCUI) which i s the o f f i c i a l general 

apex body for cooperatives. I t s purposes and a c t i v i t i e s are p r a c t i c a l l y 

i den t i ca l to those of CLUSA and i t s basic control by members i s the same. 

The only differences are only in that the government supplies p a r t i a l • 

support by providing some finances and personnel and in that i t i s the only 

nat ional body concerned with education and promotion of a l l cooperatives. 

These two organizations are l i s t e d as exanples i n order to i l l u s t r a t e 

tha t there are numerous methods of affect ing these desi rable ends. 

Needless to say, they are also the two with which the author i s most 

famil iar . 

f e c i a l ! z e d National Associations - These are usual ly conprised of 

cooperatives which have a common type of business i n t e r e s t and the i r 

a c t i v i t i e s are confined to the common needs of t ha t act ivi ty^ More' 

general a c t i v i t i e s are l a rge ly relegated to the general associat ions such 

as NCUI or CLUSA by way of membership i n tiiem. The nature varies from 

country to country as does tha t of the general associa t ions . Some 

exanples of these are : National Agricultural Cooperative Marketing 

Federation, National Cooperative Consumers Federation, i i l l India 

Federation of Cooperative g i n n i n g Mil ls , National Federation of 

Cooperative Sugar Factor ies , National Federation of Indus t r i a l 

Cooperatives, i n India^ and the National Rural Elec t r ic Cooperative 

Association, Credit Union National Association, Group Health Association 

of America, National Association of Housing Cooperatives, in the U.S.A. 

The very names ind ica te the nature and purpose of these associa t ions . 

Regional Associations - These vary considerably i n scope from country to 

country. In the U.S. these are usual ly specialized in nature and normally 

not confined to any pa r t i cu l a r p o l i t i c a l sub-division bat are incl ined 

to cover a regional market or supply area, although there are some s t a t e 

and country organizations. In a country with ^ more h i ^ l y structured 

cooperative movement, the organizations wi l l tend to follow p o l i t i c a l 

sub-divisions and include general as well as specialized cooperatives. 

Where specialized cooperative associat ions cover more than one p o l i t i c a l 

sub-division such as a state, ' the,membership wi l l usual ly be general ly 
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by s ta te i n those countries. Again, for both ecohomic benefit and 

"public r e l a t ions" , the purpose and r e s u l t s are the same - ihe mechanise 

i s adjusted for loca l conditions. 

4. In ternat ional Associations - The predondnant organization i s , of course, 

the In terna t ional Cooperative Alliance, which needs no discussion of i t s 

value, nature, or long record of accoDplishment here. Specialized coope­

r a t i ve in te rna t iona l organizations also are in effective existence and 

regional trade associat ions hold a br ight promise not only for economic 

benefi t bat a lso for increased cooperation between cooperators the world 

over. 

^ Althougja our purpose here i s not to focus on any given geographical area other 

than Asia, i t w i l l be of value to discuss b r ie f ly some recent U.S. developments 

in cooperation between cooperatives as a source of ideas for discussion topics .. 

and experience sharing, CLUSA has long promoted a "common ground" re la t ions ' 

canpaign, the r e s u l t s of which are beginning to become subs tant ia l . That the 

age-old premise that producer and consumer cooperatives have exactly opposite 

i n t e r e s t i s not necessar i ly t rue and they can cooperate to the i r mutual benefi t 

was the theme of t h i s canpaign. These developments are as follows: 

1, CLUSA i s promoting l e g i s l a t i o n to es tabl ish a Bank for Cooperatives for 

those cooperatives which do not have access to the exis t ing agr icu l tu ra l 

5- cooperative banks. This system would be established (as was theor ig t r ta l ) 

with the help of low-interes t government loans i n i t i a l l y . The rea l 

significance of the development i s the tremendous support being given to 

the ef for t by ihe ag r icu l tu ra l cooperatives themselves even t h o u ^ i t 

would not benefi t them, as well as the "teamwork" by a l l d i f fe ren t kinds 

of cooperatives. Another testimony to good public r e l a t ions i s the very 

act ive support of the consumer advocate and other non-cooperative public 

i n t e r e s t groups. 

2. In addition to extensive, dialogue, concrete arrangements are being 

f inalized for agr icu l tu ra l cooperatives to market d i r e c t l y to consumer 

cooperatives eliminating the "middlemen" and benefit ing both groups. 

Further, and possibly j o i n t , ej^ansion i n to processing, warehousing, 

and d i s t r i bu t ion w i l l broaden the scope of t h i s col laborat ion. I t i s 
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noteworthy tha t t h i s i s s t r i c t l y a voluntary ef for t with no governmental 

pressure or ass is tance and, as such, i s a testimony to the effectiveness 

of good "Public Relations". 

3, Cooperatives a re joining in jointly-owned business ventures i n ever-

increasing numbers to enable them to conpete effect ively for raw mater ials 

and markets with the giant p r iva te corporations to be t t e r serve t he i r 

members. These include such diverse a c t i v i t i e s as basic energy supply, 

t ransporta t ion and d i s t r ibu t ion f a c i l i t i e s , leas ing a c t i v i t i e s , and many 

others in addition to the normal processing and manufacturing ventures. 

"Public Relations" have overcome the old suspicion and s e l f - i n t e r e s t 

or ien ta t ion of the individual cooperatives. 

Relations with the General Public and Community 

As stated previously, the "environment" or "climate" under which cooperatives 

operate can have a considerable inpact on the success of the cooperative. Since 

any cooperative wi l l always be under at tack from the vested i n t e r e s t groups i t 

displaces or c u r t a i l s , as well as the i r friends and associa tes , i t i s c r i t i c a l 

tha t the general public be made aware of the true fac ts and the cooperative* s 

value to the comifflinity as a whole demonstrated. Naturally, the p o l i t i c a l climate, 

as well as that i n which the cooperative has d i r e c t deal ings with the comraonity, 

i s affected by the qua l i ty of the public r e l a t i ons job done by the management 

and i t s agents (members and enployees). 

The most effect ive method of informing the public of the t rue s tory i s by the 

voluntary testimony of members, customers, and suppl iers . This, however, should 

be supplemented by other methods of communication using the media avai lable . 

This i s also a good opportunity to mention tha t , since t h i s i s a professional 

subject, the cooperative should obtain the professional help tiiat may be avai lable . 

For the small cooperatives, t h i s should be avai lable in the form of mater ia ls , 

i n s t ruc t ion , and even t ra in ing from an associat ion of which -fee cooperative 

i s a member. Larger ones can h i r e consultants i n addition to t h i s . Very l a rge 

cooperatives and associa t ions should have a permanent sta^f (even i f one man). 

Par t ic ipa t ion by the cooperative and i t s management in community a f fa i r s i s 

essent ia l to "goodwill" building and obtaining a recept ive audience for the 

DUhlic r e l a t i ons story. The very nature of a cooperative should make pa r t i c ipa t ion 
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in community p ro jec t s and taking an act ive pa r t i n promoting general inprovements 

a moral obligation to i t s members as well as being a worthwhile economic investment 

in inproved operating climate. Contributions to exis t ing char i table and well-

publicized "self-help" projects and voluntary pa r t i c ipa t ion by cooperative 

members and enployees i s an effective public r e l a t i ons tool . Small cooperatives 

would generally follow th i s route and place more en^ihasis on the donation of 

services of i t s people and materials than on money. Larger cooperative^ could 

do more of botii and make more substant ia l money contr ibutions which could cover 

a wider range of subjects. A very effective a c t i v i t y i s the conplete financing 

and execution of a specific community project . National as^ociations and 

l a rge r groups can extend these a c t i v i t i e s to disadvantaged groups even outside 

of the i r own countries such as the Cooperative League Fund*" s in t e rna t iona l 

a c t i v i t i e s . An outstanding exanple of th i s type of a c t i v i t y l i e s in the recent 

establishment in India of a char i table t r u s t fund to a s s i s t i n area development 

p ro jec t s by a l a r g e , successful group of cooperatives in Maharashtra. Another 

successful dairy cooperative has established a s imilar fund to finance organizing 

a community heal th plan. A la rge book could eas i ly be writ ten covering similar 

a c t i v i t i e s by western country cooperatives both within and outside t he i r 

countr ies . 

Pa r t i c ipa t ion of cooperative eirployees and cooperatives in trade associat ions 

and technical soc ie t i es are not only des i rable as a source of inforuBtion but 

provide s t i l l another avenue for spreading the cooperative story. The contacts 

made also provide a source of specialized cooperative enployees as well as 

consultants . 

Naturally, the scope and nature of these a c t i v i t i e s w i l l depend upon the 

resources avai lable to the cooperatives and the local'economic and social . 

conditions. They may well vary from a sinple donation of some time and effor t 

by cooperative members and employees to these a c t i v i t i e s to a widespread, 

professional "PR" programme involving an appreciable expenditure. In e i ther 

event, the basic purpose and dedication to the ef for t should be i den t i ca l -

through demonstration of i t s social concern and spreading the word t h r o u ^ 

outside contacts , the cooperative wi l l inprove i t s operating climate. 
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Relations with the Government 

Al thou^ t h i s type of "Public Relations" varies somevhat in in^jortance from 

country to country and the specific ta rge ts vary depending-upon the exact type 

of government, these are of great in^jortance for cooperatives of a l l countries. 

As stated previously the objective i s to provide a favourable "climate" in which 

our cooperative wi l l operate. This climate must be one which wi l l promote i t s 

growth and the prosper i ty of i t s members. The basic elements are s t i l l the same -

the true s tory, told well and often to the r igh t people, and be sure to " l i s t en" . 

In general, cooperatives should be p o l i t i c a l l y "neutral" becoming involved only 

i n subjects which affect the well-being of the i r members or tiie movement as a 

whole. Support should be given to specific subjects and causes ra ther than i n d i ­

vidual p o U t i c i a n s or pa r t i e s except where i t can be made clear tha t support 

i s for the subject sponsored by that man or par ty. This, plus a p rac t i ce 6f f a i r 

and honest dealings and demonstration of r ea l benefi ts to the i r members, wi l l 

con t r i tu te to the i r immanity to the effects of p o l i t i c a l change. 

Since the circumstances vary so widely from country to country, deta i led 

discussion of t h i s item as applied to pa r t i c ipan t s must take place within the 

seminar i t s e l f . This presentation wi l l ou t l ine the present a c t i v i t i e s i n t h i s 

area in the U.S. where government ass is tance i s a t a miniraam and concessions to 

cooperatives are frequently being questioned by other i n t e r e s t groups. This 

i s intended to provide ideas for discussion and i l l u s t r a t i o n s of methods in a 

cooperatively developed country. 

At the nat ional l eve l we wi l l deal primari ly with the a c t i v i t i e s of the Cooperative 

League of 1±ie U.S.A. since t h i s was o r ig ina l ly one of i t s primary functions. The 

per t inen t a c t i v i t i e s include: 

1. CLUSA maintains a ful l - t ime (assisted by staff) professional who i s 

Legis la t ive Representative and Public i iffairs Director. Throu^ 

continuing contact with the l e g i s l a t o r s and executive branch personnel and 

the i r staff, he provides inputs of information 6n cooperative performance, 

object ives and feel ings on pending l e g i s l a t i o n and act ions , as well as 

learning i n advance of planned l eg i s l a t i on or executive action which m i ^ t 

affect any or a l l of the cooperatives. He coordinates a l l informational 

canpaign for , or against , pending l e g i s l a t i o n or action. 
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2. On s ignif icant canpaigns, such as the current one for ass is tance and 

enabling l eg i s l a t ion for a non-agricii l tural cooperative banking system, 

a task force approach i s frequently eiiployed wherei;i other key CLUSA 

staff members and key personnel from member cooperative organizations also 

pa r t i c ipa t e in th i s effort . 

3. CLUSA performs research on the performance, benef i t s , e t c . , of the 

various types of cooperatives and prepares informational and promotional 

materials which i s used to inform government o f f i c i a l s on a routine basis 

by mail and/or personal contact, ^ jec i f ic items are channelled to 

selected individuals based on i n t e r e s t a reas , etc . 

4. CLUSA transmits information on pending l e g i s l a t i o n and ac t ions , along 

...with an analysis of the i r iup l i ca t ions and per t inen t promotional (or 

contradictory) material to i t s membership for i t s use in planning 

and in i t s contacts with loca l government o f f i c i a l s . 

5. CLUSA provides l i a i son and backup services for cooperative members in 

the i r dealings with the various central governmental agencies. 

6. Promotional and educational materials and copies of news i tems, ques t io­

nnai res , e t c . , prepared by CLUSA for general public r e l a t i ons a c t i v i t i e s 

are channelled d i r ec t l y to key o f f i c i a l s by d i r e c t mail, personal v i s i t s , 

e t c . This material i s l ikewise used- by the loca l member cooperatives i n 

the promotion of r e l a t ions with loca l government personnel. 

I t might be well to also mention the s i tua t ion in India where the ro le of govern­

ment, both s t a te and cent ra l , i s qui te d i f ferent as far as the formal re la t ionship 

i s concerned. In India , the cooperatives are an essen t ia l pa r t of the government s 

development planning and are recognized, to quote the l a t e Prime Minister Nehru, 

"as an instrument of social j u s t i c e " . Consequently, i n addition to concessions, 

massive f inancia l ass is tance and involvement of governmental agencies and perso­

nnel characterize the re la t ionship . Obviously, this '^is required for the formation 

and development of cooperatives quickly and on a la rge scale where tiie small 

farmers and urban as well as rura l economically disadvantaged are in such a l a rge 

majority and have e s sen t i a l ly no cap i t a l base. This r e s u l t s i n a c loser and 

much more formal re la t ionship between the cooperatives and ttie governments. 

However, i t i s i n t e r e s t i n g tha t the need for extensive promotion by the coopera­

t ives o f" re la t ions with governmental o f f i c i a l s and agencies i s not much l e s s than 
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i t I s in the previously cited -situfftion. To a l imited degree t h i s promotion i s 

helped by ihe existence of governmental departments and other agencies who are 

d i r e c t l y concerned with advancing the cooperative as well as exercising some 

degree of control . However^ kince the "government" i g s t i l l conprised of i n d i v i ­

dual people and because the promoting a c t i v i t i e s s t i l l require the same "ammunition" 

of performance and information, the cooperatives^ public r e l a t ions job i s s t i l l 

the same and deserves the same a t ten t ion i t gets in the other s i tua t ion . In 

recognition of t h i s , the NCUI has organized a public r e l a t i ons d ivis ion whose 

a c t i v i t i e s wi l l include promotion of governmental r e l a t i ons . 

To summarize, "Public Relations" can cover such diverse groups as members, 

enployees, board members, suppl iers , customers, other cooperatives (a t the l oca l , 

nat ional and in te rna t iona l l e v e l ) , general publ ic , loca l community, and dif ferent 

types of nat ional and loca l governments. Even so, i t appears tha t the general 

p r inc ip les of " t e l l the true story", " t e l l i t well and often", and " l i s t e n for 

feedback" cover r e l a t i ons with a l l these groups. "Telling" should be a matter 

of actions as well as words - "what you are speaks louder than what you say". 

This should a l l be done on a professional bas is - whether i n t e rna l l y , through 

associa t ions , with outside consul tants , or combinations of these. The inportance 

of providing a fa'/ourable operating environment t h r o u ^ public r e l a t i ons cannot 

be over-enphasized. I t i s a very inpor tant management function requir ing 

assignment of the respons ib i l i ty to key people and ca l l ing for an organized, 

ac t ive programme. In addition to eommon purpose and p r inc ip l e s , public r e l a t inns 

with a l l the d i f fe ren t groups are in ter locking and conplementary and log ica l ly 

grouped in to one programme, k good exanple of t h i s as well as an i l l u s t r a t i o n 

of a programme by a l a rge , successful, and advanced cooperative i s the appended 

descr ipt ion of the public r e l a t i ons programme of the marketing arm of the U.S. 

National Grape Growers Cooperative Association, Welch Foods. I t also i l l u s t r a t e s 

the inportance t h i s cooperative places on t h i s a c t i v i t y . 

I t i s f e l t tha t t h i s conference might prof i tab ly address i t s e l f to the following: 

1. Forming an opinion on the r e l a t i v e inportance of t h i s management function 
and iiie general approach which might be taken with respect to tiie various 
countries. 

2. Recommendations as to the proper use of ex is t ing methods and approaches 
(with necessary modifications) in the various countries according to the i r 
s i tua t ion . Also recommendations as to applicable new methods & approaches. 

3. Recommendations as to steps which m i ^ t be taken to inprove t h i s capabi l i ty 
in member countries and the possible ro le of the ICA and cooperatives 
around the world in helping inplement these s teps. 

sm. 

I 
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iMDijN Fmims Fmiiuzm cooPERAiiyE 

The Indian Fanners Fert i l izer Cooperative (IFFOO) i s the net result , and 

outstanding example, of "cooperation between cooperato3:*s" on the broadest 

scale. Cooperation between ^primary societies and their members, between local 

and national federations, and internationally between two national cooperative 

fflovonents, was involved in i t s formation and the realization of Indians fiarst 

cooperative fer t i l izer manufacturing complex* This complex, producing at a 

rate of 800,000 metric tons per year of f e r t i l i ze r (ammonia, urea, and NKP 

complex fe r t i l i ze rs ) , i s owned jointly by nearly 25,000 cooperatives (of which 

nearly 24,000 are primary village societies) in 10 different s ta tes . Distribution 

and marketing i s handled by the members with expert and extensive exfcehsion ser­

vices provided by trained IFFCP pca-sonnel. 

The twenty-plus year old relationship between the Indian and U.S. cooperatives 

has been based on a mutual exchange of experiences to the benefit of both. The 

prior experience of joining together to produce the i r own fert i l izer-hy the U|S» • 

cooperatives as a solution to the problem of obtaining supplies for the mesabers 

led to the concept that th is might apply to Indian farmers as well. The 

National Gotperative Union of India (NCUI), the National Cooperative DevelDjaient 

Corporation (NGDG), and the Cooperative Department became active]^ involved in 

promoting and oi^anizing IFFGO. The Cooperative League of the U.S.A. (GUJSA) 

promoted the idea with the U.S. cooperatives and they, in turn, donated 

|I,000,000 to foHtt Cooperative Ferti l izers International (GJI), a company 

which provided most- of the technical assistance required. The Indian cooperatives 

subscribed nearly $^,000,000 in share capital , while the government took the 

remaining |24.,000,000 (to be eventually retired by purchase by the cooperatives) ^ 

ioans were arranged for the foreign exchange component (over ^20,000,000 by 

USAID, and nearly $16,000,600 in credit from the U.K. and Dutch goveniments), 

Bupee loans total l ing nearly $50,000,000 were obtained from Indian financial 
« 

sources, |15,000,000 of which was from the Government of India. 

The ammonia and urea units are located at Ksilol in the state of Gujarat using 

natural gas from a nearby i ie ld as raw material. The complex fe r t i l i ze r unit 

i s located at the port c i ty of Kandla in the sme s t a t e , A special t ra in was 
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bxiilt to transport ammonia to Kandla from Kalol, This has also proved very 

beneficial to overall fer t i l izer production in India since the same tank 

cars have been used to transport excess ajnmonia to other manufacturing 

complexes whose ammonia units are taaporarily disabled, in important part 

^of the programme was the development and t r i a l operation (using fe r t i l i zer 

l ike that which woxold be produced) of the marketing systeii which incorporated 

a widespread extension service promoting good agricultural and balanced 

fe r t i l i zer use practices to the fanner m^bers. 

The results have been so satisfactory that IPPGO has another urea pro^edt 

under way in Uttar Pradesh and the addition of a phosphoric acid unit at 

Kandla under consideration. The plans were completed very nearly on schedule and 

were within the budget on foreign exchange components in spite of worldwide 

shortages and soaring prices, which i s no mean tr ibute to 'cooperation in i t s e l f . 

This i s undoubtedly the largest and most significant result of a single 

international cooperation between, cooperatives to the present time and 

hopefully i s only a beginning. 



SOI-COT SAI£Sf INC. 

A CJooperative V^e tab l e Oil Marketing Organi25ation. 

This cooperative venture i l l u s t r a t e s well the advantages of cooperation between 

cooperatives and concerns ajsolution to a s i tua t ion tha t fo\and the individual o i l ­

seed processing cooperatives at the mercy of the vegetable o i l t raders and t h e t r 

benefit to t h e i r fannerwnembers badly affected by wide f luctuations in raw mat©-

r i a l costs and product p r i ce s . Mple supplies exis t in the U.S. so tha t i t i s a 

net exporter of vegetable o i l s and high-protein feed ingred ien t s . More than 90^ 

of the domestic market was confined to 9 large pr iva te ftims which produced -Uae 

finished products from crude vegetable o i l , 

iftiring the l a t e 1950* s , some conferences of cooperative oi lseed pro9..esSors were 

organized and held to promote exchange of ideas and infoimation and discuss solu­

t ions to common probleas . During conferences a feeling of mutual t r u s t and con­

fidence was developed and the idea of joining together to solve the marketing 

problem was bom i n I960. A new cooperative was foimed in February of 1962 as 

an experiment. Twenty-one processors each purchased a share at | l , 000 and they 

a l l agreed to loan the new coopejfative a t o t a l of $50,000 for the f i r s t year of 

cooperation, plus a second ^50,000 i f required for the second year . They further 

agreed to market a l l of t h e i r o i l through the new cooperat ive. 

They then proceeded to h i r e the best p r iva te t rader in the business as a general 

manager, and provided an incentive plan as well as paid him we l l . The cooperative 

charged i t s m^ttbers the regular b3x>kerage fee - $30 per tank car of cottonseed o i l 

and |20 per tank ca r of soybean o i l . Each mgaber cooperative processor had one 

member on the board of d i r e c t o r s . The board cont3x»ls by se t t ing pol icy, h i r ing 

auditing iirms (annual aud i t s ) , at torneys, and designating banking connections, G ,̂ 

well as h i r ing the general manager. The general manager conducts the day-to-day 

business, h i r e s and f i r e s employees, and accounts fo r . the col lec t ion and disposal 

Of a l l funds. DirectorsV meetings were held frequently, i n the f i r s t few years fbr 

control and coordination and are s t i l l held app3X»ximate]y every three months, 

although for d i f ferent reasons which w i l l be discussed l a t e r . 

Buyers quickly found .Soy-Cot was r e l i a b l e anc' a unique source of la rge quant i t ies 

(by pooling o i l from several cooperative jprocessors)^ By the end of ihe f i r s t 

year , Soy-Got had sold (both domestic and export) over 225>000 short tons of p i l 

and showed a net saving^s of about ^23,000 over expenses. After 10 years , the 

volume had grown to 560,000 tons annually and i t had becom.e ihe f i f th l a z i e s t o i l 
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supplier in the ir»S* I t also had begun to market soybean meal (90,0{X) tons in the 

U r s t year) and soybeans (200,000 bushels in the f i r s t year)» The second year 

loan- was obviously never required and tiie 5% interest on the original was not only | 

paid each year, but also the loan was paid off by 1967 instead of 1970 as scheduled. 

In the f i r s t ten years Soy-Got had also paid out over j^00,000 to members in each 

dividends and had reached a net worth of over ^25,000. Sbrange as i t may sound, 

this performance was of secondaiy importance. The major benefits were in optimum 

prices obtained by careful market analysis resulting in greatly higher returas to 

members than those mentioned above and also resulting in secondary benefits which 

are dlscxissed l a t e r . ;; 

Soy-Ciot*s major activity i s the gathering and analysis of market information and 

thai projection of future trends in prices and volume to deteimine optimum selling 

times. This i s done not only for o i l but also for meal, raw mateilal and even 

related commodities, which might affect the market (e,g«, other v^e table o i l s , 

other raw materials, substitute products, e t c ) . This i s done not only from 

private and public sources, but ,from the members themselves and the infoimation i s 

obtained and analysed daily. The results are also transmitted dai3y to the meaber 

cooperatives. This infoimation i s used by the members to plan production schedules, 

product mix, raw material purchases, and siiocks to build or trim down of each. Soy-» 

Got i t s e l f uses the infoimation to time sales for maximum prices for "Uiemeabers. 

As a testimony to thei r efficiaicy, the U,S, Department of 4gri-culture and other 

public agencies rely on Soy-Got as their prlmaiy source for v^e table o i l trend 

infoimation for planning. 

Obviously, Soy-Cot has become the focal point for cooperation in other areas batweon 
the cooperatives to their mutual advantage. Infoimation on technical problans i § 
exchanged, personnel are made available to other members teaporarily (or even 
permanently for advanceaent), raw materials are loawil. c r i t i ca l spare parts aad '' 
supplies are loaned, infoimation on new development is* shared, and similar aiutual 
help act ivi t ies resiilt from the close communications and frequent contacts. More­
over, Soy-Got services to members have e3q)anded to include arranging transport, 
negotiating rates and assisting in the movement of the products as well as sa les . 
The net result has been to help greatly increase the proportion of cooperative 
processing to private sector processing. 

Naturally, mai^ factors preclude the exact duplication of th is operation in other 
countries, particularly the developing coimtries, because of different circuBstances 
However, the gaieral principles could be undoubtedly applied and possibly with even 
greater relat ive succ^s under the right conditions-
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Why Cooperative Education? 

It Introduotloti 

1«1 fhe scope of this paper will be to discuss why;cooperative 

education is needed^ the meaning and content of cooperative education 

and TsdBxng some questions for discussion, 

1»2 Some references vd.ll be made to the situation in the Region* 

Ihe reiaarks made in the paper about South-East Asian .countries refer to 
axid not to 

12 developing countries served by the IGA EO & ECj/Japan and Australia 

which are in a separate category, 

2» Why Cooperative Education? 

This question can be answered briefly by reference to the 

quotations of eminent cooperators^ and the ICA CcMmission on Cooperative : 

Principles^ •. • • 

2^1 Mr. H§ Elldin, a noted educationist fran the Swedish Cooperative 

Movement, a very successful cooperative mxrvementj has the following t© 

say about the importance of cooperative education: 

"If we had oeicasion to start our movement afresh, and 

if we were given the choice between two possibilities -w 

that of staiiiing without capital but with enlightened 

m^bershtp and staff, or, on the contrary, that of 

starting with a laige amount of capital and ill<-

infonaed members - our experience would incline us to 

choose the first eoiirse"* 

2,2 Mr, Charles Gide, a noted coopeirative pioneer of fi'anee 

î aid as follows s 

"Gacamon people with the ambition to try to provide 

for their own needs, and become their own merchants, 

bankers and creditors, their own aaployers and their 

own insxirers would indeed be impiudent if they did * 

not first equip themselves with the knowledge and 

faith necessary for the task", , •• 

2|3 Mr, W,P, Watfctns, foraer Pireetor af th@ Intenaatioiial 

Cooperative Alliance, said? 

"It has been said that cooperation is an eeonomio 

http://vd.ll
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movement employing educational action. The statement 

would be no less true if it were reversed! The 

Co-operative novenent is an educational movement 

employing economic action". 

2,4 The report of the ICA Commission on Cooperative Principles 

has the following to says' 

"Co-operation requires of those who would practice it 

effectively the acceptance of new ideas, nev̂r standards 

of. conduct, new habits of thought and behaviour, based 

on the superior values of co-operative associati<aa« 

So co-operative institution, therefore, can be indif­

ferent, in its o\vn interest and for its ovm. suarvival, 

to the need for educating its members in appropriate 

ways". •; 

2,5« The above quotations show how important cooperative education 

is and the inseparability of cooperative education and the cooperative 

movement. It is on accoimt of this factor that the ICA Commission on 

Cooperative Principles aliiifCaxLGd "cooperative education" as one of the 

six Principles of Cooperation in its report on Cooperative Principles 

which v/as unanimously adopted by the ICA Congress in 1966, 

3« Meaning and Content of Cooperative Education 

3»1 In order to understand properly the meaning of and the content 

v/hich cooperative education should have, it is essential to understand 

the principles and the nature of cooperative miOvement, The definition 

of a cooperative society v\?hich is generally accepted is given in 

"Co-operation - a Workers' Education Manual" published by the ILO aŝ  

followss 

"A co-operative society is an association of persons ' 

varying in number who ere grappling with the same economic 

difficulties and who, by joining together on a basis of equal 

rights and obligations, endeavour to solve those diffi­

culties, mainly by conducting at thej.r ô vn risk a joint 

•undertaking to v/hich they have transferred certain 

economic functions corresponding to their coamon needs 

and by utilizing this undertaJdng jointly for their 
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• esmmon. mateiial aacl moral benefit"* 

5ii£ She above is not adequate to understand the nature of the 

Go-operative movement* lut it is not further desoribed to keep the 

paper brief and in view of the faot that it is well unders-^eod by the 

participants. Salient pednts may be spelled out in the discussionj if 

necessai^, 

3*5 . 5}he leport of the lOA Gopaission on Gooperative Principles 

ew^phasized the material and moral benefits of cooperative action as 

followss 

"fhe eepmon el»ient at all times has been that Oc-opeiutien 

at its best aisis at something beyond promotion of th© 

interests of the indiyidual meribers who compose a co--

operative at gny times It^ ©b^eot Is rather to promote *he 

progress and welfare of the humanity. It is this aim that . :-

maices a co-'op^iativc society something (liffea?ent froa aa 

ordinary economic enterprise aad justifies its being 

tested, not sipply froa-the stand-point of its business 

efficiency, but also from the standppiiit of its contribution 

to the moral ajad teooial values which elevate human life 

above the merely material and animal" • 

3#4 If one looks at the UBma^ag cf education one see? the same 

spirit that hp^ been expressed by the- eminent coopeiatorg above, fhe 

Oxford lictionstry says that education means "the system,atie instracfciop-f 

schooling ©r ti^ining giveja to the young (and by extension to adults) 

in preparation for tiae work of life"* 

3»5 Scwe caoperators payttcvClarly is- the develcpiig osusitrieis mM-

CjE'fieers of the gQvernme»t eccperatiye d©partmen,ts understand by 

e®©perat1lve education as edwcation î bcyit cooperatives ©hly cr educati^ 

©n cooperative. matterSf In the opinion ©f the awthor, thii definitim 
i?p t§0 narrcwly conceived and ill-suited tc the nee^s ©f the coeperativ© 

It 

m©v©Bients iii the Eegion« . ^ 

^.»§ fhe eminent ooepfrsitors f r ^ svieeessful oeeperativt mevemeats 

fea.v« conceived e©operp,tiw ©duoati^ in muich brcadtr tera^s (a) tg 

teaohj ©f necessity, about the social and eeonomio situation in wlaiefe 
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(potential) menibers live and the importance and methods of cooperative© 

aotiioni fls) education oonceming the ocGupationaX reqtrirements of the 

meEibers such as faim gxiidacice figr agricultural cooperatives and 

oonstJEier education for eonsxaaer cooperatives} (o) social and other , 

needed education to improve the quality of life of member households} 

U) oivic and if one may use the word "ethical", education which would, 

lift the moabers above mundane matters, The Principles Commission Beport 

has this to say in regards ''for the purposes of Co-operation, however^ 

education needs to be defined in a very broad sense which includes 

aeademdLc education of more than, one kind but much besides. It ineludes 

both what people learn and how they learn it ,,,,,,less and less In tiie 

contemporaiy world can education be limited to what is l©arat in sehools 

and colleges at special periods of people's lives, The co-operative 3 

concept is of education as a life-long process", ;: 

5,f (l) In terms of the personnel to be covered, of necessity 

the cooperative movement muj§t place the greatest possible emphasis in 

educating its members, elected coitaaittee members, office bearers and 

employees of cooperative societies, 
/ V genei^ly 

\1%) In view of the fact, "ohalythe cooperative movements in the 

countries of South-:East Asia are government sponsored, government planned 

and supervised and government controlled, it is essential to ti^in 

employees in cooperative departments and other related depariments 

in the principles and methods of cooperative work so .that they plan ssid 

foster genuine cooperative organizations* In this category must be 

included the top leaders in the government hierarchy including the 

ministers and.members of parliaments who formulate policies and who eaaaot 

laws, 

(iii) Women and Youth are an important soinroe of power to ^11 voluntargr 

organizations and especially to the cooperative movement. The ioportanc© 

of this enormous source of power has only been somewhat undeTOtood, 

03aly tentative and halting steps have been taken to bring them within 

the coope3?ative movement, 3?he movement n e e ^ to be Ijavigorated w l ^ ^ ' 

Iflaf ,M»fî .j|̂ .̂ gMt- power of women and the fresh energising blood of 
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youth* fhe movement must plan for ensuring new generation of leadership 

and thus it should spread its gospel among the students in sohools and 

colleges and among the yo;jng who are unable to have access to aaademic 

life, 

(iv) ^he image of the cooperative movement in the general public is 

of great M.gaificance, This image should be refiirbished and made a 

shining one, 

3»8 President Ferdinand E, Marcos in delivering the inaugural 

address to the First Asian Conference on Agricultural Credit and 

Cooperatives in Manila in December, 1970 had the following momentous 

words to say about importanife of the Cooperative Movement and cooperative 

education in the context of the Asian situations 

"^he meaning and message of this universal upheaval •: 

is change - change in the established order of things -

change in the structure and premises of the traditional 

societies. In one fearsome word, revolution, 
1 

''There is another, gentler but equally expressive teim for 

'; in ê oochal phenomenon. It is social justice - the rising 

clamour of the poor and the disinherited of the world 

Who have finally realized their rights, entitlements and 

worth as members - majoijity members at that - of political 

and social orders from which they have been alienated fcr 

so long. 

•This rising clamour is, I thiiik, loudest and clearest 

in Asia where it is also most relevant and justified. 

All Asia, with the singular exception of Japan, is 

agricultural and in the main f eudalistic in charatter, ' 

Its poverty is massive and its poor are being exposed 

to winds of change ,,,,,Exposed t9 these competing winds 

of change, the masses of Asia are aroused and agitated, ?̂ •.• .. 

They are restive and confused. They are olamoxiring 

for change, for liberation from poverty, for social 
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justice* AndJ they are learning to articular their 

clamour in ruilitant and organized activism..,,, Por 

•fihe restless nasses of AsiaJ cooperatives offer perhaps 

the only desirable apd acceptable alternative to a violent 

revolution," 

Asia is poor in material wealth but it is rich in human .,;' 

and natural resources. Its capacity for development 

must be drawn from the organization of vast reservoir of 

human resources which after all constitute the real 

and true productive and creative power in any society. 

Mobilized, motivated and organized in accordance with the 

dynamic principles of cooperation, the great masses of Asia 

can transform this sprawling but depressed region into a •' 

giant pov/er bloc that can outspace the existing power 

system in the establishment of a new civilization. 

In pursuing the cooperative vision, however, let us be 

practical and pragmatic. Cooperatives do not come out 

and develop out of a wish or even a solemn declaration 

of intention of policy. In the existing environment 

including the culture which shapes the attitudes and 

actuations of our peoples in Asia, cooperatives can only 

come to their own if supported and sustained by a 

consciously planned implemented progranne of education 

in cooperatives, less than this will not be enough. 

Indeed, v/e shall need more. 

We shall need, to begin with, to elevate cooperatives ; 

or the cooperative system into an ideology. An ideology 

of change and development. An ideology"of social 

reform and iixman refomation, A revolutSonary ethic", 

3,g In the same vein the, lato Mr, Jawaharlal Hehru, former 

Prime Minister of India, said in his inaugural address at the 

'M 
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IGA's Regional Seminar on "Cooperative leadership in South-East Asia" 

in 1960s 

"But my outlook at present is not the outlook of 

spreading this Cooperative Movement gradually, 

progressively, as it has done. My outlook is to 

i conv\ilee India mth the Cooperative Movement, or 

rather with Cooperation: to make it, broadly 

speaking, the basic activity of India, in every 

village as well as elsehwere; and finally, indeed 

to make' the Cooperative approach the coEimon 

thinking of India,,,Therefore the whole future of 

India really depends on the success of this 

approach of ours to these vast numbers, hundreds '••• "' 

of millions of people, V/ith that naturally come :5;.'-s: 

processess of traiiaiag, etc, ̂  V/e cannot just ask 

them to coopera-te. Therefore, we have to train them 

in a very big way - educate them and give them some 

special training" ,• , • 

3,||0 To sum up then, the aim of cooperative education is to 

p .-ide education on cooperative matters| occupational education which 

will improve productivity5 social and civic education which will improve 

the quality of life of the members, and, ethical education which will 

make the members, if one may use the term, better "hman-beings". In 

addition, the cooperative movement must prepare the members and various 

other categories of personnel to speedily develop cooperative movement 

so that by expanding its membership .of existing cooperatives and by 

expanding its coverage to new areas it can make its important contribTition 

to bringing about a social and economic revolution. The overall aim ;of 

cooperative education is thus to develop strong, self-reliant and 

democratically managed cooperatives — in fact tlie cooperative movement 

which is in a position to achieve its social and economic objectives 

in a world which is becoming ever more competitive. The task confronting 

cooperative education therefore is not a small one. It is as big as 

the aim of the cooperative movement itself. 
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4-» Soae questloris 

4.1 When cooperative education is conceived in broad terras as 

mentioned above, it becomes absolutely inportaat to fix priorities in 

relation to needs and available resources - financialj nan-power, and 

laaterial. In doing soj it is necessary to look at the progress of the 

cooperative movement in Asia. As a generalization it can be said that 

there are outstanding ezaaples of successful cooperative enterprises such 

as the Cooperative Insurance Society of Malaysia, the Kaira District ' 

Cooperative Milk Eroducers Union (AMDL) of India, the Consumers Cooperative 

Society in Bangkok and the Sepah Consumers Cooperative Society of Iran, 

However, these are like oases in a desert. 

In a paper presented by the author to an PAG Conference on , 

PaiuerS*: Organization in Asia and the Far East held some time back 

the author had indicated that agricultural cooperatives in the Eegi'on.;, 

have been developed in a number of fields. Agricultural cooperative 

credit, marketing and processing societies are the most important amongst 

these. Although notable successes have been achievedin some supervised 

credit projects, in working, in somewhat satisfactory manner, as agents . 

of government in procuring foodgrains and distributing fertilizers, 

progress in regard to agricultural cooperatives on a countryaride basis 

has remained limited. With some exceptions, the same statement could 

be made with regard to cooperatives in urban areas, such as cons\;imer 

cooperatives, housing cooperatives and thrift and credit cooperatives, 

and fishery cooperatives, 

4.2 Keeppng the above in view, the conference may c'onsider the 

following questions:, 

(i) Has the cooperative movement carried out the required man« 

power planning and formulated progranimes of cooperative • ' 

education in quantitative and qualitative terms to meet / r| 

the present and the future requirements? Haas the cooperative 

movement made adequate effort in qijialxtative and quanti-
t 

tative terms to realized the goals set by the great leaders 
of Asia such as President Perdinand Marcos and the late 

Prime Minister of India, Pandit Jawaharlal Nehru? 



199 
. , • -.ACCM - BP 

Why Cooperative Education? 

- 9 -

(ii) Is the opoperative movement by itself capable of 

undeiijaKing the gigantic task of cooperative education? 

If not, in what way collaboration of other voluntaiy 

organizations should be mobilized. Also what should 

be the partnership between the state and the. cooperative 

movement in planning and operating programmes of ' 

cooperative educationj in view of the important role 

which the State assigns to cooperative movement in its 

economic plans? 

(iii) The cooperative unions are generally recognized as 

agencies which should carry out cooperative education 

prograiames, Â ê they effectively supported by the 

business federations? If the needed collatioration is 

lacking, what steps should be taken to promote this • 

collaboration, in viev/ of the fact that cooperative ;.• 

unions and business organizations at all levels must act' 

unitedly in perfoxsing the gigantic task of cooperative. 

education« 

(iv) How can adequate..funds be raised and personnel 

provided for the ineeded education prograrjmes? 

(v) Has the time come to employ special personnel/ 

education officers in large cooperative organizations 

whether they are primary, _secondaiy or tertiary, to 

cater to the needs of member education and training for 

the members and staff of their organizations in 

collaboration with the cooperative unions' .set-up? 

(vi) Are the cooperative educâ tion programmes so geared 

as to produce leaders with vision sjid the needed 

capabilities for successfully achieving the revolu­

tionary aims of the cooperative movement, of raising, 

on the one hand, the socio-economic conditions of the ' 

broad masses of the people living in rural and urbsai 

areas of various countries of Asia 'and of making • 

cooperative movements self-reliant, democratically managed 

and Independent of government apron strings and spoon feeding. 
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Tl>e progress ana proŝ :>erity of any economic 

enterprise is vitally dependent on the Hanageinent. of the 

several attributes/ personnel management is a key factor for 

any enterprise including cooperative. The econoraic constra­

ints in the developing countries in south-East Asia created 

by population boom in the face of limited resources have 

assumed need for maximising productivity. The accelerated 

development of cooperative movement in south-East ASia 

Region has involved wider participation of cooperatives in 

basic productive sectors like agriculture and industries. 

side by side with the rapid urbanisation, there has been 

significant development in marketing and consumers cooperative 

to take responsibility of distribution. The cooperative 

organisations functioning in participation of people of 

small and moderate means have to acquire techniques and 

efficiency in management to attain maximum output at mininwm 

cost. The modern concept of personnel Management and 

scope of their applicability in cooperatives are the matters 

of studies here. 

ORGAHISATIONAL SET UP 

The management of cooperative organisations 

constitute Board of Directors as the decision making body 

and official executives delegated \vith powers to conduct 

business. The organisational set up has to be planned 

keeping in view ant rscj:uir®ra®at of mrticular aateTĵ urise. 

The objectives should be clearly defined and the organisa­

tional structure should be drawn up which will act as a 

frame-work for achievetTient of desired goals. The organi­

sation chart should outline relationship and cooperation 

between the working personnel and top management. "Right 

man at the right job" should be motto in planning of set 

up. whether a particular enterprise is a producing unit or 

commercial concern the set-up should be based on clearly 

defined role of personnel associated with the organisation. 

file:///vith
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After the organisational set up and structure is 

aecided^ there should be clear assessment of future demand 

of personnel. The feasibility of every item of business or 

proper estimate of cost and the resultant income should be 

studied. The inanipower employed by organisations involve 

a big element of cost. At the same time manpower equipped 

with professional techniques and knovz-how are the valuable 

assets on whom the progress and prosperity depend. The 

utility of personnel should therefore be evaluated taking 

into consideration all the practical aspects involved. 

The role oL .-e.^ ^ lin-jl j:._.:i .-cirtâ ' 'i::.i t.ia to- _ 4:ic.jj..ient 

and those em:»loyed for internal working shouxd be clearly, 

defined. The constitution of fundamental charter of large 

organisation lay down the decision making power of the 

Board and the chief Executive, The delegation of authority 

should be made keeping in view the a^pectJ of efficie^rc 

conduct of businei-':; and at the same time capability of 

persons entrusted with power. The modern concept of 

organisational management favour the idea of decentralisation 

of power to ensure cjaick disposal of affairs. The element 

of risk involved in exercise of decision making powers by 

personnel beyond capability should not be overlooked. 

in planning of utilisation of manpower it is 

necessary to have appropriate statistics for volume of 

work to determine the -requirement of personnel on the basis 

of optimura efficiency. There should be realistic assessment 

of the requirement to obviate overstaffing and under-staffing. 

'^hile the excess manpower will involve un-economic expenditure 

and reduce individual working output. The shortage over the 

normal recuirement will become the cause of inefficiency, 

overstaffing has another serious problem that in the event 

of retrenchment of employees/ their morale is adversely 

affected, iianpower plaiining should be based on future 
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prograrane and in an expanding organisation calculated reserve 

strength should be maintained to meet the needs of expansion 

and development programme. The Department or section 

entrusted with the responsibility of personnel management 

should maintain personal budget integrated with the business 

or operation budget of any enterprise. The control and 

supervision over the work of personnel planning should include; 

(i) inventory of personnel, their experiences 
and qualifications. 

(ii) The actual requirements at various positions, 

(iii) Recrujtment plan to meet the present and 
future needs. 

(iv) Training plans, internal job training and 
training at available technical institutions. 

(V) Development and promotion plans. 

The various steps for personnel planning should be 

directed towards attaining management efficiency upto the 

optimum level. The working strength at various level should 

develop team spirit undĉ r the stable leadership of the 

persons engaged in managerial cadre» 

JOB ALLOCATION 

job description and duty charts are maintained in 

every organisation enumerating the duties and responsibilities 

of personnel in various positions in big industrial and other 

concerns where division of labour is favourable to the working 

output* clearly defined job description and allocation of 

duties should be maintained. There are organisations in 

which the performance of job is interconnected as chain 

links where it is not possible to raai,htain duty chart as 

water-tight compartment. There should «be close coordination 

to create team spirit between different working people so that 

individual responsibilities are not avoided. 
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The allocation of duties are to be made on the basis of 

capabilities for performances of job responsibilities. The 

chain should be planned in a way so as to create a conducive 

working atmosphere free from chance of job frustration, A 

cordial feeling amongst the people at work having respect of 

juniors to seniors and sense of job loyalty will definitely 

improve the qualities in working output* efficiency and 

reputation. The job planning should be aimed at perfection 

towards "on-the-job training"" of juniors from the seniors, 

such training of personnel through the job performance 

benefits the organisation as well as the persons as they are 

groomed up to undertake higher responsibilities. 

The improvement of working output depends on 

individual initiative for works as well on leadership from 

persons who supervise the work. The quality leadership 

can develop a strong sense of awareness amongst working 

people to maximise their output. The incentive for future 

welfare in promotions and other material gains encourage 

improvement of efficiency, job rotation is helpful for provi­

ding opportunity for an individual to learn varied work, 

instead of being one-sided expert in sectionalised duty, it 

is better to learn various work in job rotation, 

RBCRUITMEMT 

Recruitment is based on job requirement and selection 

of persons is generally made from those who are eligible in 

respect of qualifications and experiences required for the 

particular organisation. Authority for appointraen-d for 

different categories of employees is vested to Executive 

or Executive Body according to rules governing such matters. 

The general quality of manpower of an organisation is 

dependent on its recruitment policy, selection of people of 

talent and aptitude towards particular line of trade will 

definitely help the improvement of standard of personnel. 
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Spccept people of Executive rank and managerial 
position where the source of recruitment is personal negotia­
tion o^ borrowing of people on deputation from other organi-
sat|.on/ the general recruitment should be made in fair open 
competition. The qualification/ experiences and other 
background should be examined in process of testing, suitabi­
lity is generally judged on merit on the basis ofs 

(i) Academic and technical qualifications, 

(ii) physical fitness and mental alertness, 

(iii) Environment and social background, 

(Av) General behaviour and aptitude. 

Recruitment is planned for phases of employment as 
n<ieded by the organisation, in certain categories, the 
fresh recruits are straightway put to Job. There are schemes 
for recruitment on probation or apprenticeship who under 
programme are absorbed in job after they undergo process 
of training, where the recruitment of experienced persons 
become costly due to demand of high salary the building of 
manpower is preferred through process of training programme. 

TRAINING 

TO develop professional skills and proficiency of 

personnel of any organisation the training plays a vital role. 

Trailing programme is conducted by different o^^ganisations 

according to their needs which may be following types•-

(i) in service or on the job training ^hich is 
imparted v;ithin the organisation by practising 
the various v/ork. 

(ii) Trainingorganised Training institute or centre 
specially established for personnel employed 
by organisations. 

(iii) Training under programme of study seminar or 
% workshops and field visits. 

(iv) Training in process of acquiring practical 
. experience with the.length of service. 
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TO make the training progrararna useful/ it is desirable 

to have effective combination of theoretical and academic 

taiowledge with practical work, persons entrusted with 

training work should bo accomplished with full knowledge and 

skill. Training should be conducted in a disciplined 

environment, in case where it is not possible to establish 

Training centre or institute by a particular organisation/ 

it is advisable to form a group of those of same line of 

business to maintain Training institute, in conducting job 

training the trainees should be made to -work in practical 

operation and the persons who supervise training programme 

should guide the trainees in supplementing their knowledge 

in various types of work. 

The result of training should be properly assessed and 

evaluated from the performances of personnel trained. This 

needs closer supervision of their work with regard to 

practical application of training knowledge, should any 

deficiency or shortcomings are observed steps should be taken 

to make good such defects in future programme. 

The training programme should be methodically 

planned consistent with the level of personnel placed under 

training. There should be discrimination between programme 

for newly recruited probationers or apprentice with refresher 

courses of the already experienced persons. The programme 

for elementary knowledge and that for advance courses should 

be formulated carefully so that the training method serves the 

best useful purpose to both the trainees as v/ell as the 

organisation. The production of training literature and 

materials should be prepared according to the needs. 
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PROiyiOTION 

The scope for promotion of employees to higher 

grades and ranlcs arise out of -

(a) vacancy for particular post -which can be filled 
by promotion from e."::LGting employees. 

(b) Expansion of functions of organisation creating 
new position vAich can bo filled up from 
existing personnel. 

(c) EHcouragijig incentives to existing persons to 
retain them in job preventing them from seeking 
alternative better employment elsewhere, •. 

The decision for promotion or granting of benefits 

to employees should be made judiciously. The criterion fixed 

for promotion may differ from organisation to organisation, 

seniority in length of service is taken generally as one pf the 

factors but this should not alone form basis for promotion. 

The promotion should be decided after evaluation of job 

performances. The merit should get priority over seniority. 

Due consideration for merit about promotion create 

a general incentive to working prople to maximise their 

efforts. The factors generally taken into consideration for 

promotion are ;-

(i) capability and quality of work, 

(ii) Trustworthiness and job loyalty, 

(iii) initiative and drive, 

(iv) General behaviour end " 

(V) satisfactory job performances. 

promotion policy in personnel management should be 

judiciously planned. The decision should not be cause of 

frustration rather provide encouragement to maximise efficiency 

and output and to work for the interest of organisation. 
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cooperative Managem'̂ nt in Bangladesh ^ 

under the cooperative Regulation in force the top 

decision making body is the sosrd of Biroctcrs•who are either 

elected representatives or nominated by Government, The 

cooperative spcieties which are supported hv the financial 

assistance largely frora Government the chief Executives are 

deputed by Governments The c^ief gsiecutivea, apart frora the 

executive functions in management of the society^ act as 

secretary of tha 3oard„ The internal management of personnel 

is supervised by the chief sxeci.itive„ The powers and duties 

of the chief Executive are defined in the Byelaî 'S of the 

society. The Board of Directors may delegate such powers 

from time to time as are nc:'<?ssary for conduct of business. 

The Agricultural cooperatives form significant part of the 

cooperative Movement In Bangladesh, The primary societies 

in the structure of /..gricultural cooperatives at operation 

level are small in size an.d are mostly managed by cooperators 

themselves. The organisations at regional or national level 

are managed by executives deputed from Government DOpartraent 

and the Board of Directors constituted' by elected represen­

tatives . 

The skill of the mensgemont of cooperative organi­

sations in Bangladesh raay be satisfactorily increased by 

proper training facilities„ The cooparation and coordination 

between different tiers will be developed if such training 

facilities are given by the ICA and other international 

organisations or with the assistance and cooperation of 

other friendly countries for the progress and prpsperity of 

the economic conditions of the human beinga, 

sm. 

29/9/75 
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In the business world-whether Public, Private or Cooperative - we are 

living mth the continuous process of management revolution and at no time 

in the past people were concerned with the problems of management than 

today. Peter E, Drucker writes in the Practice of Managements "the emergence 

of management as an essential, a distinct and a leading institution is a 

pivotal event in social history. Rarely, if ever, has a new basic insti­

tution, a new leading group emerged as fast as has management since the 

turn of this century* Rarely in human histoi-y has a new institution proven 

indispensable so quicklyi and even less often has a new institution arrived 

with so little opposition, so little disturbance so little controversy, 

Ifenagement will remain a basic and dominant institution perhaps as long as 

Y/estern civilization "itself survives," 

2, Cooperative enterprise emerging as an alternative to the two extremes •; 

of capitalism.and socialism is, too, equally concerned with the inalntenance 

of business efficiency through the adoption of scientific management 

techniques= In this context it is in fitness of things that the Regional 

Office of the International Cooperative Alliance has convened the Asian 

Conference on Cooperative Management, This paper which I am placing 

before the conference attempts to briefly project the principles and 
xjf 

practices of management/cooperatives in India, 

CHARACTEOEgSTIC EEATUKB OP lEDIAg COOPERATIONS 

3, With a view to having a lucid picture of ct)operative management it would 

be appropriate to analyse the evolution of cooperative system in India, 

A critical study of growth and evolution of cooperation in India reveals 

the following characteristic features that have largely influenced the 

pafbern of cooperative management in the country! 

a) Cooperation emerged as state sponsored system to.solve the 

limited problem of rural indebtedness in 1904, The Government, therefore, 

regarded cooperative la,w as prijaiary instrument of managing cooperatives, 

b) Dux'ing pre~independence period, the British Government emphasised 
w 

the need for honorary service. This was because of the Iĵ imited extent 

of the growth of cooperatives. In fact the colonial G-ovemment did not 

visualise for larger diversification and complexities a cooperative business, 

c) With the attainment of freedom and adoption of planned Economic 

Development, cooperation was regarded as principal instrument of economic 

planning for strengthening the mixed economy of the nation. The active 
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support of the state to the cooperatives is assured, although there may be, 

sometimesy practical deviations in the policy of the Government, Of late 

Mie G-overnment is advocating the policy of multi-agency approach to deve­

lopment of agriciiltural and urban section. Thus cooperatives are expected 

to compete in the free market. * 

d) The cooperatives aim at creation of environment and situstions 

for "better farming, better business and better living of the people". 

This has resiilted into a big diversification and growth of cooperative 

business. The activities of cooperatives are now not limibed to credit but 

extended to other spheres as well like marketing, agro-based industries, 

distributive trade, industrial cooperatives, housing, fisheries, machinery 

to name some have also been brought vri-thin the fold of cooperatives. 

This diversification has led to more complex business activities of coop- •: 

eratives, 

e) The organisational structure of cooperatives is federal consisting 

of primary units at local level, secondary units at district/regional level 

and provincial units which federate into national level federations of 

concerned sectors of cooperation. This naturally calls for effective 

business integration among various 'units of cooperative institutional frame 

work, 

f) Ideologically cooperatives in India subscribe to the principles 

laid down by the I.G.A. These principles arfe open and voluntary membership, 

democratic control, distribution of surplus in proportion to members tran*~ 

sactions, limited interest on capital, cooperative education and cooperation 

among cooperatives, 

STRUCTURB OF COOPERATIVE FiAgAGHtfMT; 

4, These distinctive features of Indian cooperation influence the applica­

tion of techniques of management in cooperatives to a great deal. For some 

time past there has been ̂ erroneous feeling that scientific, management , 

techniques have Very little relevance to cooperatives, since they do not aim 
ii 

at, maximum profitability as the business enterprises in Private or Public 

sectors. Such a concept does not hold good in modern business enteĴ prise 

whether cooperatives or otherwise. To quote an I.I.O, Publication, entitled 

Cooperative Management and Administration, "It is now generally accepted 

that a cooperative is both an association arid enterprise, combining an 
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ethical content with a business structure and business actiYities", 

This certainly calls for efficient managerial ability, 

5. The Managerial ability is governed by the strength of • structixre of 

cooperative management built upswith-General Body, Board of Directors and 

administrative wing headed by the elected Chief Executive, The structure 

i^ constituted throi;igh the process of democratic control which is mani­

fested as. unders 

i) The G-eneral Body comprising of the entire membership of cooperatives 

elects the Board of Directors through democratic process on the basis of 

one member one vote. Constitutionally Board of Directors are responsible 

to formulate the policies and action programme so as to achieve the orgait-

isational goals, ... •• 

ii) The Administrative Wing of the institution headed by administrative 

Executive is responsible to execute the action programme, within the frame 

work of broad policy laid down by the elected Board, 

iii) All these three units i.e. general Body, Board of Directors and Chief 

Executive, though independent in their functioning are inseparably linked 

with each other for achieving the organisational goals as per the provi­

sions of bye-laws, 

6, The latest trend, which is lilcely to have deep influence on the 

structure of cooperative management is its pfofessionalisation, '• With 

the growing diversification of cooperative activity, it has become 

obviously necessary to prQfessiona,lise the management of cooperatives. 

In sum and substance it m-eans that while the policy making part of the 

management must be under the control of elected representatives of the 

members, operative or executive part with the professionals. There has I 

to be clear cut demarcation of the jurisdiction of these two segments 

of management. However, in the context of organisational harmony, effect­

ive care has to be taken so that these two vd.ngs of cooperative management 

do not fXmction parallely but in close cohesion. This mil pre-suppose 

. operative freedom to the executives and vesting the elected management wilii 

necessary powers and responsibilities to have check and control on account­

ability of professionals. In other words both the wings of the management 

have to direct their efforts towards the .̂ealisation of organisational 

goals as incorporated in the by,(=»ilaws of the institution. Her® it may be 

pointed out that interpretation of bye-laws is the responsibility of members 
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of cooperati-ves who act through their elected representatives, 

IDEOLO&IQAL SBTTIHa 0¥ COQPERATr/E felMTA&MISira; 

•7, Although the operational aspects of management of cooperatives loay be 

akin to those of business in private and public sectorSj there is a great 

deal of difference in their ideological approach, particularly in the context 

of profitability of enterprise. This is on account of the very contents of 

Cooperation. To quote M.D, Vidwans in Cooperative law in India, "Cooperation 

has twin elements. The first is hijman and social while the second is eco­

nomic". This means that in cooperatives the economic contents have to be 

subservient to htiman and social contents. In other words the gains of 

business enterprise will not get concentrated, at the level of investor of 

capital as it happens in private sector, but get eqioitably distributed among 

the members irrespective of differences in their socio-economic status, ;.• 

8, The principles of cooperation enunciated by the International Coopera­

tive Alliance provide the ideological framework of cooperative business.. 

The management practices followed by cooperatives reflect such ideological 

framework. The following chart mentions the corelation between cooperative 

ideals and their business practices? 

Principles of cooperation 

i). Open and Voluntary 

Membership 

XI ) Democratic control 

iii) Equitable distribution 

of surplus, 

iv) Limited Interest on 

capital 

v) Coopeperative Education 

fenagement Practices 

Provisions in Act, Ê iLes and Bye-laws 

have been made for the purpose. No 

cooperative can refuse m,Qmbership to 

any person on the consideration of 

caste, creed, religion or politics, 

a) One member one Vote, 

b) Elected Management 

c) General Body is supreme. 

Provisions regarding Patronage Dividend 

or Patronage Bonus, 

a) Maximum limit for purchase of share 

per member, . 

b) Limited interest on capital. 

Specific amoxmt out of sixrplus earned 

by the cooperatives is allocated for 

creation of education fund.. 
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vi) Cooperation anong co- It isltefLected in horizontal and 

operatives. verticle integration among cooperatives. 

For example integi-ation between credit 

and marketing cooperatives; between 

producers* and Consumers' cooperatives; 

and effective business integration 

: ' among constituent units of federal 

structure in a particular sector of 

cooperation, 

ROLE OP THE STATES 

9. The degree of corelation between cooperative ideals and business prac­

tices is influenced to a great deal by the role of state in the promotion 

of cooperation. The situation differs from country to country. In .: 

communist countries the cooperative form of business is gradually being ;• 

used, to increase the control of state on means of production. But in 

mixed economy like ours the State sponsors promotion of cooperatives 

with heavy support in the initial stage and withdraws itself when coop-
I 

eratives reach at the stage of self-reliance. Vslko illustrates this 

process in the following wordss , 

"...«».in linderdeveloped countries V/elfare cooperatives with a 

maximum of State control may be necessary...,..,....as the country developsj 

so likewise should the cooperatives with the role of the state decreasing 

as the role of member increase. Thus in mature economics cooperatives 

should be relatively independent associations". In India, although we 

subscribes to the same policy, it is observed that despite of great deal 

of progress of cooperatives in various sectors, the control of state on 

management of cooperatives is increasing day by day. This may not be 

conducive for self reliant growth of cooperatives, 

AREAS Qg MAITAGHffigTg 

10, The importamt areas of management in any business enterprise, including 

cooperatives, are personnel manageuent; marketing mdtiagement; financial 

laanagementI commuraoation and procedures and public relations. These areas 

or segments of management have emerged through a process of evolution and 

have been influenced by the ideological setting in which cooperatives are 

functioning. It would be relevant here to briefly discuss them. 
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(A) PERSOHMEL IVlANAaiJJ/JBMTs 

11. This aspect emerges out of staffing fimction of management and deals 

vd-th recruitment, training, placement and motivation of employees and 

workers. Personnel Management is the most important part of management as 

it deals îdth the human resources which actually provides concrete shape 

to the idea decisions of the elected management for the achievement of 

organisational goals. On the efficiency of personnel depends the efficiency 

of entire business enterprise which, of course, pre-supposes full under­

standing and confidence between elected management and executives. There 

has to be identity views in these two ̂ 'vings of the management, 

12. In cooperative sector there have been difficulties in the evolution of 

well defined personnel management policies. The subjective considerations, 

whether at Government level or cooperative level, have had deeper influence 

in this context. Since movement largely thrived on Government initiative;;, 

and assistance, the Government directed the personnel policies of the 

cooperatives. More emphasis was given on deputation from Government in 

cooperatives. This obstructed the process tif independent development of 

managerial resources of cooperative, while the number of employees in 

Cooperative Department of the Government swelled, 

13. The grovvdng diversification ahd complexities in - cooperative business 

called for development of personnel resources of cooperatives on their own. 

This process has given rise to follovvang trends;-

i) While evolving personnel policies a" single cooperative society 

should not act in isolation. It has to f-unction as part and 

parcel of entire organisational structure, 

ii) The federal institutions shoiiLd have more say in the formulation 

of personnel policies* 

iii) For key posts specialised cadres should be created at the level 

of federal institutions for the benefit of their constituent •units, 

14. In order to give concrete shape to the personnel policies in cooperatives, 

of late, managerial cadres for various sectors of the - cooperative movement 

have been created. Legal provisions for creation of st^h cadres and for 

selection of Chief Executive of the provincial and national level cooperative 

federations have been incorporated in the Cooperative Societies Acts, These 

provisions contemplate that every cooperative institution shotild have defined 

personnel management policies and the federal bodies shoiild have increasing 



ACCM - CP (IIDIA) 2 X 6 
CooperatiV(S' Management 
in India 

-7-
role in this direction. The selection coinmittees for recruiting and place­

ment of the cooperative employees should be created at the level of federal 

institution in the various sectors of cooperative movement. So far, the , 

majmgerial cadres in the sectors of credit, marketing and consumers 

cooperation have been constitî ited in the country. However, the experience 

of the working of the cadres shows that on accoxuat of lack of coordination 

' between the constituent units and their federal institution the system 

reflects constraints in its operation. Therefore, the need is to create 

necessary environment so as to enable the system of managerial cadres 

work smoothly. Institutional understanding between the constituent units 

and their federation is req-uired to be created for the success of the , 

managerial cadres. This would call for suitable provisions in the coop­

erative societies act, rules and bye-laws on the one hand and on the other 

an unified and integrated business and administrative functioning of., coop­

erative institutions at various levels, 

B. MABKHTIITG MAJTAGMBUT 

15. The problem of marketing management is more acutely faced by the 

cooperatives operating in the mixed economy like ours. While the coop­

eratives are expected to execute the policies of the government in an 

efficient way, they are also expected to compete in the open market, 

Obviously on account of weak financial structiire they are not in a position 

to compete in the market. Based on thig. criteria the policies pertaining 

to marketing management in cooperatives may be evolved as under!-

a) The business operations at the level of marketing cooperatives 

should be directed in such a way as would not increaae the cost 

of production. In other words the prices of the product of co­

operative institutions should be competitive with those of the 

goods produced by the other sectors, 

b) With a view to having large scale economics out of the marketing 

process there should be effective business integration among various 

units of organisational structure. For exalaple, if the primary ag­

ricultural marketing society goes to the market on its own it may 

not be in a position to compete with the well entrenched private 

traders; but if it functions through the federations it may be in a 

position to achieve better results. Same analogy holds good in respect 

of other types of cooperative institutions. 
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c) Since the cooperatives are expected to act as coiuite3?vailing force 

in the market and to assist the G-overnment in bringing about 

stability, the government meed to give all support to the coope­

rative institutions. This is also essential in view of the fact 

^ that the benefits of the cooperative inarketing accrue to the 

weaker sections of the community v/ho constitute the membership 

of the cooperative institutions, 

d) The public sector agencies, which are dealing in agriculture 

• products for maintaining the public distribution system should 

give preference to the cooperative institutions, 

e') There is also a need for effective horizontal and verticle in- ;; 

tegration ataoiig various types of cooperative institutions, Possi- '• 

bilities shoiild be explored to establish effective coordination 

between producers cooperatives and cons"umers cooperatives. 

f) The cooperative instituti3ns have to develop their distinct "Brand" 

through the process of quality coxitrol, Por this purpose it is 

essential that the tjjnely technical assistance and guidance is 

made available to the cooperatives, 

G. FICTMGIAL IMITAGHvIEgT; 

16, The Cooperative institutions are business enterprises and therefore, 

need finances which are raised through the contribution from the members 

and the borrowings from fiioancing agencies. The basic principle of 

financial management in cooperatives is that the use of capital shoixLd 

be for the.socio-economic betterment of members and not for the capital 

concentration as is in private sector. Prof, I),G, Karve in his speech 

delivered at 23rd Congress of the International Cooperative -Alliance held 

in Vienna in September 1966 suggested the follô d̂.ng norms for financial 

management in the cooperative institutions, 

i) Cooperatives are users' organisation for mu|;ual seacvices. Hence 

any capital owned or employed by them is only an instrument of production. 

It has to be hired at its market value. Different types of borrowings 

have appropriate rates of interest. Share capitalj in so far as it is 

used in the business of cooperative, ŵ ould be entitled to its appropriate 

rate of interest, thô igh this would not preclude any society, from keeping 

its share capital at a lov/ rate of interest or paying no interest at all 

on it. The only cooperative value' involved is that capital in any form 
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used by a cooperative should not have a remimeration higher than an 

appropriate rate of intei'est; and tlaat y/here iinequal shares are held, 

the right of participation in the control of the cooperative should not 

be weighted in favour of those who-hold more shares, 

ii) Once it is made clear that capital is not entitled to anything 

more, than interest, any surplus or saving which would emerge after due 

provision is made for all cost items and for business reserves which 

are parts of the balance sheet, should be returned to members in pro­

portion to the contribution 7*hich they may have made towards its creation 

by the business which they brought to the society, A cooperative cannot 

make a net profit at the cost of its members, nor it can adopt an arrange­

ment which enables any one of its members to benefit at the cost of another, 

17. This explains the points of difference between the financial manage­

ment in private sector iznit and cooperative unit. However, on accoimt of ;.• 

compulsion of the situation the cooperatives are also dealing with the hon-

membcrs and therefore, operating in the free market as any business unit 

belonging to other sectors of the economy. This has resulted into an in­

crease in the financial requirements of cooperative institutions. Many 

a times on account of lack of timely availability of resources cooperatives 

suffer a great loss. They cannot maintain the tempo of their business 

operations as required by the free market and their members are also not 

in a position to mobilise the required financial resources in time. There­

fore, the need is for judicious use of limited financial resources with the 

cooperative institution. To quote Valko in his Essay on Economic Structure 

of Cooperatives "It is true that many cooperatives do not keep their 

revolving capital operating at a satisfactory rate. Sometimes, the revolviiig 

action is too slow or even "frozen", when as a result of rapid expansion 

the associations are "eating up" the capital rather than paying it to 

members as original planned. Therefore, a great number of old members 

consider their equities as a "worthless" account on the books and not 

l^presenting any or certain value to them". In other words judicious use 

of financial resources aims at creation of corporate Savings within the 

institutions so that in long run they are in a position to develop self 

reliance in terms of financial resources, 

D. CCMMMICATIOIT, PROCEDUHES AKD PUELIC BEIATIOKSs 

1, Communication is an important part of the process of. management. 
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Through this process various segments of management in the cooperative 

institutions are well laiit in unision for the achievement or organisational 

goals. Unfortunately since Indian cooperatives originised and developed 

at the Government's initiative the system of communication and various 

procedures adopted by them was influenced, by the Governmental policy and 

machinery. As a result of which cooperatives could not adopt themselves 

with the latest changes and trends in the field of business management* 

The ICA Commission on Cooperative Principles analysed the problem in the 

words, "Those cooperative bodies who were unwilling or slow to adapt 

themselTes to the requirements of new situation have suffered aVoidable 

set backs", 

19. Comttunication in cooperative institutions is a multi-directional process."-

on which depends their successful working. There has to be communication ' 

between the members and the Board of Management? Board and Executives! 

Coopearative Institutions and the Government General Public & Cooperative 

Institutions and vice-versa. In vi^w of this, effective and simplified 

ways and means have to be foiond out for maintaining continuous flow of 

communication among various segments of cooperative management and the 

allied agencies. Closely related with the process of communication is the 

problem of maintenance of good public relations, a key factor for building 

up goodwill of ary institution. In big cooperative enterprises an.indepen­

dent department known as public relations department is created. Since 

the institutional f:?ame work of cooperatives is federal one, the main 

burden of effecting public relations lies on the higher tiers of the struoture,. 

The objective of the public relations is not only to project a better 

image of the enterprise but also tp imbibe the faith of general public in 

cooperative ideology, feny a times wrong impression is created by the 

press which is owned by the private sector capitalists. Therefore, the 

cooperative movement has to evolve its o\'vn system of press and publicity. 

The ideological federations like the state cooperative uniions and National 

Cooperative Union of India have to direct their efforts towards this end. 

To quote Peter F, Drucker "The Management is also responsible for making 

sure that the present actions and decisions of business enterprise will not 

create future public opinion, demands and pblicies that threaten.the 

enterprise, its freedom and its economic success"* 
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MMAgMMTT DEVEIiOH,iMT; CHDZ OP THS PBOHDEM; 

20, The concept of management development visualises effective arrange­

ments for proper training and education of all those who are associated 

with the cooperative institutions directly or indirectly. Basically it 

is a process of the development of hi.iman resources and the leadership 

which are the important limbs of cooperative management. One of the 

cardinal principles of cooperative organisation is the principle of coop­

erative education v/hich envisages continuous arrangements of training and 

education within the cooperative movement. The National Cooperative Union 

of India through its comprehensive training frame work comprising of one 

National Institute of Cooperative Management, 14 cooperative training 

college for middle level executives and-67 cooperative training centres for 

junior personnel and one National Centre for Cooperative Education has been . 

striving hard to achieve the objectives of management development programniiSs .,, 

for the cooperative institutions. Yet great deal remains to be done. In 

this context what is needed is the development of built in arrangements 

within the cooperative structiu?e for training and education of the coopera­

tive personnel and leadership. Every apex level federation should have man 

power planning cell at its level for undertaking the following tasks:-

i) "a?o assess the present and future managerial requirements, 

ii) To prepare list according to priority, 

iii) To secure effective coordination in the various areas of managerial 

trader requirements and 

iv) To maintain continuous follow up and evaluation programmes," 

21. The Review Committee appointed by NCUI had observed that the" conscious 

leadership and efficient executives will be core deciding factors for the 

success of cooperative movement in the country. In this context the conmit-

tee recommended for effective inter-cooperative relationship which would, 

in long run, be instrumental in the management development programmes for 

the cooperative m^bvement. To quote from the background papers on general 

approach to cooperative movement submitted to 6th Indiai!̂  Cooperative Congress, 

"The leaders of cooperative enterprises will have to recognise that training 

has to be a continuous process through out the career of cooperative Employees 

and development plans for cooperative enterprises should be tailored with 

the career development plans of cooperative personnel which in turn should 

be linked with a systematic practice oriented use of available traiaaing 

facilities and their further reorientation for the dynamic change"» 
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RELEVAICS OF MODERN MANfeGEMSNT TO COOPERATIVES 

1, Management which was considerad to be an art based on 

experience has now developed into a science based on systema-

tised body o.f knowledge and acquired the status of a profession. 

(And, scientific management has come to be recognised as the sine 

qua non of progress in industry, trade, commerce and all sectors 

of developmental administration in government. Surely, coope­

ratives can no longer remain impervious to the developments ta­

king place all around and content themselves with anachoristic 

methods of management. For, their success depends not so much 

on the availability of resources in money, facilities and men 

but on how well they have been welded together by good manage­

ment for the achievement of the objectives set before them, 

2,. Cooperatives offer the best method of achieving the be­

nefits of efficiency, of adequate financing, of larger scale 

purchasing and selling and of mass production with the ultimate 

objective of serving the society. As such, they have a vital 

role to play in raising the living standards of small men and 

contribute to the uplift of the national economy. They can only 

accomplish the task when they are dynamic and growing enterpri­

ses and not if they remain static and economically nonviable 

institutions. Again, their growth depends upon competent 

management comprising men who do not limit the growth of their 

institutions to the scope of their ability, 

3, The cooperative movement in our country has recorded 

phenomenal growth in the recent past. It has an aggregate work­

ing capital of Rs, 7,695 crores and an annual turnover of 

J& 6,000 crores. Yet we have today as many, as a lakh of coop­

eratives, which are not economically viable in the sphere of 

agricultural 'credit alone to cater to the full production needs 

of their members. This situation obtains despite recognition 

accorded to cooperation by state as a potential instrument of 

development wL th social justice and financial participation of 
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state in cooperatives to accelerate the pace of their growth* 

If today the government is obliged to call in other agencies 

to open additional lines of credit to farmers to satisfy their 

production needs fully it is becsuse of the apathy of coopera-

I tives to change in respect of management and achieve growth to 

the extent envisaged in this vital sector of our national economy. 

4, The growth of cooperatives and their dynamic function­

ing is in direct proportion to the quality of management they 

have. This has amply been demonstrated by experience. For the 

attainment of growth, cooperative management has to be not only 

as good in choosing and directing personnel, as shrewed in-buy­

ing and merchandising commodities, as expert in financial and 

account matters, as resourceful in communication and co-ordina­

tion and as good in public relations and projection of image 

as managements in competing businesses but also serve as a lea­

der of the community to effectively fulfill their objectives, 

5» Admitted by these are tasks beyond the competence? of 

the committees/boards of management comprising at best of lay 

managers. The committee of management no doubt is the source 

of authority for laying down policies to serve as guides to con­

sistent decisions in recurring situations but certainly not the 

authority to make management decisions. The time has come for 

cooperative to entrust the management tasks to persons with the 

necessary skills.and sttitudes to work for the achievement of 

their objectives. The principles of cooperative organisation 

and methods of its working fortunately make it possible for all 

persons in the enterprise - employees, members and patrons -

to conciously contribute to the achievement of the objectives* 

6» The foremost task of the manager lies in choosing and 

directing th^ personnel for the achievement of the business ob­

jectives viz, service, efficiency and economy. In a going con­

cern first attention needs be given to the men and women alseady 
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on- the payroll and the fulle x utilisation of their abilities and 

skills rather than to recruitment of new employees^ Faulty 

placement and poor morale, lack of teamwork and group spirit 

are the major factors that contribute to poor turnover. Em­

ployees need to be screened from time to time to institute cor­

rective measures0 Building a successfulteam of supporting ta­

lent calls for ability to motivate the vtrorkforce. Motivation 

is what makes a person to do what he does» Persons do not act 

because of their knov/ledge and skills Sound salary administra­

tion and personnel policy which provides for transfer and pro­

motional opportunities to the employees go a long way in moti­

vating. Besides, the manager as leader of the workforce has to 

promote a sense of participation among the employees in the 

processes of decision making„: 

7,, In the matter of recruitment cooperatives will be well 

advised to pay adequate attention to attitudes and skills of 

new recruits» As one eminent cooperator had said the qu estion 

is not one of unemployment in our country but dearth of emplo­

yable persons« Persons who lack a sense of commitment to their 

role do more harm than good to the cooperativeso ' Therefore, it 

is time that cooperatives resist the imposition of such persons 

on their work force, 

8* Marketing is the most important task of cooperatives^ 

The main object of marketing is to deliver a higher standard 

of living to the members„ "Good marketing is not just meant 

to sell goods at any cost, but to avoid ever capitalisation mth 

fixed assets, and to minimise the use of v/orking capital, wi-th 

the aid of good demand forecasting and good stock planning'lo. 

Marketing has direct relevance to larger outflow of surplus 

farm products in the form of food-grains and industrial raw 

materials; and higher inflor of farm inputs and consumer goods to 

absorb rising farm incomes s 
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9» Fortunately we have in our country a net work of produ­

cers' organisations in the cooperative sector which handles 

agricultural commodities worth around Rs « 1,200 crores annual­

ly and a net work of outlets for distribution of consumer 

goods whose annual turnover is of the order of over Ife • 700 

crores. Their present level of operations is not capable of 

influencing the trends in either the commodity markets or the 

retail markets. It is envisaged that by the end of the Fifth 

Five Year Plan, they will handle agricultural produce worth 

Rs, 1,900 crores and the urban consumer cooperatives will dis­

tribute goods of a value of IS, 600 crores. The developments 

envisaged and the recent policy decision taken by the government 

to assign a permanent place to cooperatives in the public dis­

tribution system pose a challenge to the cooperatives. To dis­

charge this responsibility efficiently the facilities in coope­

ratives must be as good and attractive as in competising busi­

ness both from the point of view of patrons and from the point 

of view of employees. Cooperatives have to recognise this, 

10, However competent the management is cooperatives cannot 

grow and undertake large scale operations and compete wL th 

private business without adequate finance. There must be 

enough capital for inventory, facilities and expansion and suf­

ficient working capital for month to month operations. Three 

sources are open to cooperatives for obtaining the finance they 

need, (1) capital from members including governmentj (2:) capi­

tal from savings; and (3) borrowings, 

11* A systematic effort has to be î made to improve the capi­

tal from members, A variety of innovations have to be thought 

of to motivate members to capitalise their savings from year 

to year, depending upon the nature of the transactions with 

them, Convertion of dividends and patronage refunds into capi­

tal has been in vogue in Western countries. This can be adop­

ted here also* 
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12, Cooperatives have to eSEercise restraint in frittering 

away their surpluses on non-essentials. The State also has to 

modify the taxation laws to permit cooperatives to build capi­

tal from out of surpluses. If the surpluses are taken away by 

the State in the form of taxes cooperatives will not have incen­

tives to work for surpluses. Secondly, v/i thout enough capital 

cooperatives will not able to serve the purpose for which they 

were set up and supported by the State, These factors have to 

be brought home to the government. Lastly, borrowings haVe to 

be resorted to only when the cost utilisation ratio is advanta-

geous-* This is vital at a time when bank rates have soared to 

an all time high, 

13» The job of the management is to get better results at 

less cost. Thus management has a crucial role to play in utili­

sation of the limited,finances at their disposal to the best 

advantage, 

14» Communication plays an important role in human ralations 

in cooperatives for revolutionising team-spirit and motivating 

higher performance by employees. Increased communication among 

different levels and units and increased participation of- em­

ployees in the direction of activities contribute to increase 

in output. Management has to accept the responsibility of keep­

ing the employees fully informed of the policies pertaining to 

employee benefits and employee rewards.to motivate them to work 

for the achievements of the objectives. There is a tendency 

among management to keep decisions of,, board and managers se­

cret from the employees. The sooner this practice is given up 

the better for insuring employee motivation, 

15, It has to be borne in mind that employees at all le­

vels should be given more information about the cooperatives and 

their operations in order to convey to them that they are an 

important part of the organisation and how the management aims 

at making it stronger and greater with their help. The ana-
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lysis made by managers of eiffects of changing economic condi­
tions etc* on the society will motivate them to think. Then 
they can be expected to do things right rather than do right 
things» 

16• Equally important is the need to ascertain the views of 
employees on all aspects of the operations including staff fa­
cilities. House magazines in bigger organisations and jfegular 
meetings of staff committees have been used with astounding 
success in some of the cooperatively advanced countries, 

17, It is equally important to maintain the lines of commu­

nication with the members and patrons. Just as customers satis­

faction is vital for operations, policies and management deci­

sions are of considerable importance in motivating increasing 

participation by members and patrons in capital and operations. 

Hence communication contributes to the growth of the institu­

tion as well» 

18, The one area which gets least importance from coopera­

tives is projection of image and maintenance of good public 

rela tions. Cooperatives do not feel any one any longer by 

wha t they say they do. Favourable attitudes not based on cor­

rect information or by concealing adverse facts will easily be 

destroyed by remours and disclosure of true facts* Deeds how­

soever good, by themselves do not contribute to image building» 

They are open to misunderstanding if not pointed out and it is 

difficult to change the attitude of the public when once formed. 

Therefore,-a dynamic public relations programme is of utmost 

importance', 

19, The object of public relations is to create favourable 

attitude in public mind towards cooperatives^ If cooperatives 

merit public acceptance they have not only to operate to serve 

public interest but also inform the public how their interest 

is served,. 
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2O9. The importance of public relations cannot be over­

emphasised. As it is, profit making business which is entrunched 

in almost all fields where cooperatives operate has become 

jealous of the cooperative sector. Besides creating obstacles 

by manipulating shortages and prices in the market, they are 

taking every opportunity to exaggerate the shortcomings of 

cooperatives and taornish their fair name and image, 

2̂ 1» Without skilled managers who have a sense of commitment 

to work for them it is not possible for cooperatives to em­

bark upon a dynamic public relations programme for creating a 

favourable atmosphere for the growth and progress which is en» 

visai^d. 

/cmr 



229 

ASIAN COI!FJ;r:ENCE ON CCCPir.ATIVE 5̂/lITAGEMî f̂  
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Introduction 

It is well known that Indian economy is basically agricultural-

oriented since more or less 70^ of gross national produce comes from 

Agricultural produce. There has been a growing awareness right from the 

beginning of this century that the imperfections in the system of 

marketing of Agricultural produce constitute a significant constraint 

on Agricultural production. It TJES realised that the real answer lies • 

in the voluntary action by primary producers by organising Cooperative 

marketing. 

Marketing of Agri-produce itself form a tremendous task on account 

of various factors and special features of the same. Seasonal character, 

lack of transport and storage facilities, small size of marketable lots, 

domination of trader-cum-money lender, various aisparities and malpractices 

make the marketing of Agri-produce a complicated process. The Royal Commission 

on Agriculture in 1928 referred to these malpractices a 'Nothing less than 

theft^ while the All India Rural Credit Survey ComndLttee (1954-) remarked 

as follows :-

'Often enough, the cultivator's position is that of having to bargain 

if he can, with some one who commends the money, commands the credit, commands 

the market and commands the transport". 

Although, the Cooperative movement in India was initiated mainly 

for the purpose of providing Agri-Credit to the farmers there was an early 

realisation that marketing is an essential adjunct of Agricultural Credit. 

Consequent upon the implementation of the integrated scheme of rural credit, 

concemted efforts are being made for the development of Cooperative 

marketing, processing warehousing and storage of Agricultural produce in 

the country. 
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CONCEPT OF MARKETING 

Before proceeding into detailed discussions about the need, 

importance and role of Cooperative marketing, it viill be better to 

consider ând understand the clear concept of loarketing. 

According to Peter F.Drucker, î Marketing is the distinguishing 

the unique function of the business. A business is set apart from all 

other human organisations, by the fact that it markets a product or a 

searvice — Any organisation in which marketing is either absent or 

incidental is not a business and should never be ran as if it were one". 

The American Marketing Association defines:- Iferketing as t̂ the 

performance business activities that direct the flow of goods and services 

from producers to consumers or users", •; '• 

This includes - advertising, warehousing, transport and marketing 

Research and indicates that Marketing thinking should commence even before 

production activities are undertaken. Thus it is production oriented, Paul 

Mazur defined it as, 'the delivery of a standard of living to society''. 

This m.8 further eaqjanded by Prof. Malcom M.C,Nair to 'the creation and 

deliveiy of standard of living^, According to Council of Institute of 

f̂axketing (UK) 'the management function which organises and directs all those 

activities involved in assessing and converting customer''s purchasing power 

into effective demand for a specific product or service and in moving the 

same to consumer or user so as to achieve profit target or other objectives 

set by a company''. 

The following fivfe activities stand most vital ones cristalysing the 

concept of Marketing ;-

i) Distribution of goods and services concept 

ii) Delivery of a standard of living concept 

iii) Creation of utility concept 

iv) Generation of revenue approach 

v) System approach:- Marketing can be viewed as a social system 

created by society for the purpose of furnishing it with its desired standard 

of living-goods and services. 

The Four 'P''s in Marketing;-

The marketing manager" s job /• (function) 

l) is to ensure that the Product is designed to meet the needs of 
customers and prospects. 
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2) is Priced right in terms of the customers managements aimed at 

3) is promotad by adequate advertising - sales promotion and personnel 
selling to create intere3t_ and desire for the product among the 
customers. 

4) and in Physica3,ly distributed to make it available to the customers 
and prospects at convenient places through adequate channels of 
distribution and the provision of appropriate vra.rehousing and 
transport facilities„ 

The mc'tern concept of marke-bing is based on two fundamental views : 

1) that the company^ s policies and operation" should be .Customer-oriented. 

2) that the goal of tho organization should be profitable sales. 

It is further recognised that functions such as production-Marketing 

and Finance are inter-dependent and shcold all be coordinated in relatioii to 

marketing or be customer-oriented. This is referred to as "Total ̂ fe.rketing 

Concept", 

2. MARKETIKG ITS ROLI'l "N MAmCTEMFi:̂ .' 

In the present Indiaii context the role of marketing has been 

impaiTed and becorno eron sever-iy constrictedj ovning to a heavily protected 

and sheltered market„ In these conditions^ marketing naturally takes a back 

seat and efficient organisation of production assumes first importance. 

However, efficiency in production is also liable to be undermined when the 

sput of competition is blunted and resuscitation of the stimulus of 

competition,, and th«jrGby of the role of marketing thus bc5comes an important 

objective of the overall management of the economy. 

2.1 Of late J, self-reliance has come to be accepted as a cardinal tenet 

of national policy^ the target of zero net aid by the end of the Fifth Plan 

has receded, perh-aps a little far. And acceptance of self-reliance even 

as a proximate goal has important implica''':';.yG3 for the role of marketing in 

the management alike of the indi-iddual ujiit and of the -economy. 

2,11. A notable development in marketing nanagement is the distinct shift 

of the marketing .concopt away from selling what you have toward supplying 

what the market or the consumer and user demand, as a creative management 

function̂ , geared to assessment of consumer nesds and their fulfilment. The 

concept is broadened tc encompass organisation of research and development, 

coordinated application of productive resources and direction of total 

effort for reaching ma2d.m,um benefits to the end-users of products and 
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2,111 In marketing Management today, products, prices, sales and return 

to the enterprise oagaged in production and marketing are the building blocks 

for the policy structure of market assessment and sales forecasting, marketing 

policy formulation, planning and operation of the marketing organisation, 

sales promotion, costing and budgeting of marketing effort and measurement of 

results on the basis of internal data and market research. The marketing 

Manager, then, must acquaint himself with the essentials of management of 

the enterprise as a whole. Marketing thus stands at the heart of ̂ ^he 

management function. 

2.1\r Among the problems which form the core of the marketing function.. •• 

itself, in its modem concept which treats the consumer as king and accepts 

customer orientation as basic marketing philosophy, one of the foremost is 

market research in consumer behaviour, responses to new products, or price 

changes, changes in methods of distribution, in media of information and in 

promotional strategies. Marketing plans, strategies, tactics and programmes 

mast be adapted to the new challenges of change, which can be met by 

corresponding innovations in these sectors. The pricing problem is another 

important aspect of marketing^ and approach to it may be considered in terms 

of various bases. 

2,V One of the aspects of our national economy which stands out is 

that the econonQ?" has tended to be enmeshed in a complex of administrative 

controls and regulations^ each of which was introduced and is supposedly 

continually adapted in furtherance of a specific policy objective or 

objectives - either economic or social. If in the process of systematic 

review in terms of management principles of the operation of some of these 

regulatory measures, the marketing managers should evolve some suggestions 

for improvement of their efficacy or more effective fdlfilment of their 

purposes, marketing management could make a valuable contribution to 

economic policy formulation in a critical sector. 
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3. THE GROWTH AKD lEVILOPMEm OF MARKETING COOPERATIVES 

In our country -with the conmercialisation of agriculture, problems 

of marketing of agricultural problems of marketing of agricultural produce 

have also cropped up. It was realised that the whole programmes for 

increasing agricultural production would be jeopardised unless supported by 

a siane and sound marketing policy designed to overcome the imperfections in 

the marketing system and safeguard the interests of the producers. To achieve 

this objective Cooperative Marketing has been assigned a crucial role. 

From the experience of many foreign countries it was foiind that Cooperative 

I^rketing if organised properly is the most effective and comprehensive method 

for improving the agricultural marketing system and also to reduce the price 

spread between the producer and the consumer ensuring a fair return to the 

latter without adversely affecting the former„ Besides^ it also contemplated 

arranging supplies of farm requisites, providing farm guidance and services 

thus helping technological improvements in agriculture, $\irther development 

of Cooperative Marketing i-as found essehtial for large-scale expansion of 

credit and its recovery from sales of .agricultural produce. Thus in our 

countiy Cooperative Marketing has been assigned an important role in thQ 

integrated programme of Cooperative Development. 

3,11 With all these aspirations and expectations, organised attempts 

have been made in our country,' especially since 1955 onwards, to provide 

the necessary infrastructure to the Co-op, Marketing system to enable it 

to achieve these objectives„ 

3,111 Cooperative Marketing structure in the country as at the end of 

June 1970 comprised the National Agricultural Cooperative Marketing Federation 

(NAFgp), 27 State marketing federations^ 160 central or regional marketing 

societies and 3,1̂ 4- primary marketing societies, Cf the last, 2685 societies 

•were organized on territorial basis for dealing in various commodities and 

459 societies were special ones dealing in single commodities like cotton, 

arecanut, coconut, tabacco, etc. 

3.17 Total sales of agricultural produce by the marketing societies were 

of Rs.372,6 crores of which about 37 per cent were of foodgrains and 27 per cent 

of sugarcane. Only 7 states, however, accounted for four-fifths of the 

foodgrains* sales. Another important activity undertaken by these societies 

was the distribution of the production requisites. As on 30 June 1970, 
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these societies distributed inputs worth Rs.369.2 crores of which 

fertilizers alone accounted for about Rs.309.6 crores. This performance 

appears to be impressive but it was rather uneven among different states. 

3.V They devoted Increasing attention to inter-state trade in 

agricultural produce. This quantum of the business as on 30 June 1970 

was of the order of Rs,66.6 crores, 

3,VI The total number of state federations in the country as at the 

end of June 1970 was 2? with a membership of 7^211 comprising 2,671 

marketing societies, 3256 other types of societies and 1,284 growers 

or nominal members. As at the end of June 1970, there were 160 central 

marketing societies at the district/regional level. 

3.VII The number of primary marketing societies were 3al8A- at the end 

of June 1970, Of these 2685 were general purpose societies constituting 

84 per cent of the total primary marketing societies. The general as well 

as the specialized commodity marketing societies at all levels advanced 

production and processing loans and also those against the pledge or 

hypothecation of the produce. 

3.VIII Linking of credit with marketing was the main function expected 

of the marketing societies. This, however, had not made much progress. 

The marketing and processing societies together had recovered total loans of 

Rs.43.1 crores during 1969-70. 

4. PROGRESS AND FROBLMS OF MilRKEIING GOOPERATIVES 

4.1 The progress and problems relating to organisation and structure 

and various operations of the marketing cooperatives were reviewed by 

the Conference of Registrars and State Ministers of Cooperation in 1971, The 

need for a speedy action to revitalise the weak and inactive societies was 

emphasised by all concerned. It was, therefore, urged,,that higher provisions 

for revitallsation prograinmes should be made in the State Plans. 

4. II In order to increase the effective coverage by the marketing coopera­

tives and improve their share capital base, it \m.s suggested that membership 

of societies should be expanded by admitting liberally individual agricultural 

growers as members, besides other agricultural societies in the area of their 

ope]?ations. 
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4-.III mOFESSIONilLISATION OF MaN/̂ GEMBNT 

In order to achieve greater efficiency, it was necessary to see 

that greater attention to administrative arrangements in cooperative 

marketing and processing societies is given. This could be done by 

expieditious development of technical and managerial personnel. The State 

Governments have been taking various measures. The Government on its 

part should provide greater outlay for share capital contribution^ 

Expeditious steps should be taken to select primary inarketing societies 

for advancing production credit in the areas of weak agricultural credit 

societies. In case it was required, necessary action irdght be taken by 

the State Governments for providing legislative support as regards the 

im.plementation of the schemes for common cadres in the marketing cooperatives 

at various stages, 

SFECIiiL ATTENTION TO VIE/IKER SECTION 

4. IV Since long it has been felt that gradually the marketing societies 

should accelerate their activities in respect of outright purchases from 

individual growers particularly small/marginal producer members. To support 

this programme, however, it was necessary to build up substantial Price 

Fluctuation Funds in all the marketing societies. For this purpose. 

National Cooperative Development Corporation has agreed to contribute to 

the Price Fluctuation Funds of Societies to the extent of 2 per cent of the 

value of agricultural produce purchased by them on outright basis. 

LINK-UP WITH CONSUMERS" COOPERATIVES 

4.V For some time past it was felt that effective linking between the 

marketing cooperatives with consumers" cooperatives should be achieved. 

This proposal was also discussed in the last conference of the Registrars 

of Cooperative Societies and Apex Marketing Societies .as also the State 
I ' 

Ministers" Cojxference. 

4.VI Dantawala Committee had also recommended that the Central and 

State Governments which have invested considerable funds in consumers" 

stores may, in the larger interests of both the consumers and th© produce, 

persuade these cooperatives to obtain their requirements, as far as possible, 

from the marketing cooperatives. 
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5. NEW HORIZONS IN G00PERATI7E MARKSTIMG 

5.1 Many reasons are ascribed for the slow progress of cooperative 

. marketing. The foremost is the opposition, from merchants, traditionally 

in the trade. Historically^ the ̂ trading commanity has acquired a fund of 

experience passed on from generation to generation and has a well-equipped 

system of trade connections spread all over the country. The trading 

community has also developed a system of marketing intelligence of 

its own. 

5,Ii The age-old bond of affinity that it has developed with the rural 

community, therefore, is itself a great hindrance for the development of 

cooperative marketing. The cooperative system it is feared, may not 

always able to satisfy the varying needs of the cultivator as promptly *•; '' 

as the merchant does and, therefore the farmer always feels that it would 

be unwise to sever his ties with the merchant. 

SPECIALISED MARKETING SOCIETIES ^ 

5,111 Every commodity has its own individual system of marketing 

involving specialisaticn. If a State produces three or four commodities, 

would it be possible for one apex marketing society to handle the trade 

in all the commodities efficiently. The marketing organisation must be in a 

position to lay out a plan for what is to be grown and how much'of it is 

to be grown. The standardisation of produce is one of the prerequisites 

of efficient marketing. 

6. MAIN FEATURES OF THE SCSâ IE 

6,1 I would at this stage, like to specify the primary objectives 

with which we have introduced the cotton monopoly scheme,. The scheme 

seeks to achieve principally, the following objectives: 

i) To ensure a fair and remunerative price to cotton growers 
in the State. \) 

ii) To effect additional transfers of incomes to the cotton 
growers by eliminating middlemen and securing in full the 
advantage of terminal prices. 

iii) to bring about a stability in the grower^'s incomes and 
thereby bring about stability and growth in the oveiall 
production of cotton in the state. 

iv) to supply scientifically graded quality cotton to the 
consumer mills. 
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v) Final ly to r e v i t a l i s e the ru ra l econouQr by establ ishing a close 
coiuiection between the various processes connected with co t ton , , 
v iz , ginning and pressing, oi l-seeds crushing, spinning and 
weaving so tha t a l l the workers connected with the growth and 
use of cotton share equally the advantages of la rger income. 

6,11 The scheme as i t i s operated a t present , involves more than 12 lakh 
i 

cultivators in the State. There are about 235 procurement stations and collection 

centres where cotton is purchased and no cultivator is required to travel 

more than 20 kms, from his home to tender cotton. The cotton so procured 

is processed in about 400 ginning and pressing factories of which more than 

2% are in the cooperative sector. Nearly 166 Taluka State Purchase 

Unions and 115 ABCS are involved in this gigantic operation and nearly -

36,000 persons are employed in implementing and supervising these operations 

at every stage. The entire financial transactions are effected through 

the State and District Central Cooperative Banks and all payments to the 

cultivators are made by cheques who necessarily have to open an account 

with the Cooperative Bank. 

6.III The final sale value of cottoii-seed and the full pressed bales 

(nearly 11,5 lakh bales), was about Rs,l75 crores and the surplus which 

generated by coop.marketing was of the order of more than Rs.20 crores. 

Of this surplus, more than 15 crores was given back to the cultivators in 

the form of bonus over guaranteed prices and the balance was credited to 

the Price Fluctuation Fund. Operationally speaking, 88,5 per cent of the 

total realisations was ploughed back to the cultivators, the balance 

accounting for processing and establishment charges. In other woi^s the 

grower^ s share in the consumer^ s rupee was ^^, 5 paise. 

7. SOCIALISATION OF TRATE 

7,1 The increasing emphasis in our economic planning in recent 

years on socialisation of trade, particularly in agricul'-bural commodities, 

has opened up new vistas for cooperative marketing societies. The 

performance of the marketing cooperatives in handling the cotton trade in 

Gujarath and more recently, though under the monoptly procurement scheme, 

in foodgrains and cotton in Maharashtra may he considered indicative 

of the strength, ability and potentialities of marketing cooperatives. 
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7. II In principle, there would appear to be great potential for 

development of Cooperative marketing. What is needai is adequate 

mobilisation of resources of men, money and material and their fruitful 

utilisation for promotion of business on most efficient lines to subsearve 

the interests of the community of members at large. 

7.Ill This can only be achieved through efficient and effective 

Management of Marketing Cooperatives. 
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1. IWEODUGTIQM 

IjQdia. i s predominantly an agr icu l tura l country and main 

cha rac te r i s t i c features of Indian agr icul ture has been a pre-dominance 

of small holding and subsistance farms. The indebtedness of the 

cu l t iva to r s aggrevated the problem of ag r i cu l tu ra l production. The 

Cooperative Movement commenced i n t h i s country i n the beginning of the 

2oth century, for the purpose of overcomixlg the problem of i idebt©in6ss. 

During the pre-independence period emphasis was on Cooperative Credit 

Soc ie t ies . After the independence and especia l ly after the beginning 

of the era of planned economic development, persuing the recommendations 

of All India Rural Credit Survey Committee, the Cooperative Movement 

developed i n an integrated maimer. In a present paper, an effort i s 

made to review the face ts of f inancia l management of ag r i cu l tu ra l 

Cooperative c r ed i t soc ie t ies and cooperative banks providing short 

and medium-term loans. 

1.2 The Cooperative c red i t s t ructure fox- short-term c red i t i s a 

three t i e r federal one with S ta t e Cooperative Bank a t apex l eve l i n 

each S ta te , the central cooperative banks a t d i s t r i c t l eve l and 

primary agr icu l tu ra l c r ed i t cooperatives a t primary l e v e l . There are 

also c red i t societLes of the non-agricul tural type . 

2 . SOCIAL OBJECTIVES; 

2.1 The cooperative institutions, while providing the senrices have to 

serve the social objective and social purpose i'orms the backbone of 

every cooperative institution and activity. The Cooperative Banker 

has to play the developmental role. The Banking Principles are aaso to 

be kept in view for safeguaixiing the interest of depositors. This forms 

the crux of business in financial Management of Coop.Banking. This 
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problem could be discussed i n two broad heads: 

i ) Resource Mobilization 

i i ) Ut i l i za t ion of Resources. 

3.1 RESOURCE MOBILISATION 

The sources of the funds, for Cooperative Bankers are mainly 

two v iz i ) Owned funds i i ) borrowings. The share cap i t a l contributed 

by the members (including the contribution from the S ta te Governmenty 

and various reserves created out of p r o f i t s cons t i tu te the owned funis^ 

while the deposi ts from cooperative i n s t i t u t i o n s and individuals 

and loans borrowed from Reserve Bank of India , and other other .v 

i n s t i t u t i o n s const i tu te the borrowings. 

3.2 Owned funds are the chief and stable source of r a i s ing of 

funds. Such funds are very useful for earning p r o f i t s . The cooperative 

banks have to see tha t the owned funds from t h e i r point of view. The 

p r inc ip le of l inking the borrowings from bank to the share-holding of 

the borrowing i n s t i t u t i o n for the purpose of increasing cap i t a l of 

borrowing i n s t i t u t i o n . The p r o f i t appropriation as per s t a tu t e provide 

for plough back of p ro f i t for cap i t a l g-eneration. Steady r a t e of 

increase i n owned funis and reserves also help for increasing 

borrowing power of the cooperative banks. 

3.3 In the function of resource mobiliaation, an important 

aspect i s regarding deposit mobilization. Deposit mobilization i s the 

important function of baiiker. The Deposit mobiliziation i s a function 

of three fac tors - qua l i ty and range of serviceSj branch network and 

r a t e of re tu rn . The performance of cooperative banks i n Maharashtra i s 

qu i te outstanding. As on 30th June, 1973^ the State and Central 

Cooperative Banks i n Maharashtra had mobilized" 55 and 60 per cent a t 

the i r t o t a l working funds through deposi ts as against the corresponding 

AU-India percentage as on (30.6.72; of 45 per cent to State 

cooperative banks and 4-3 per cent for d i s t r i c t cen t ra l cooperative banks. 

In Maharashtra, the cooperative banks could succeed due to branch 

e2q)ansion programme, and wide range of banking services . Even though, 

the performance i s sa t i s fac tory , the scope for mobilizing s t i l l more 
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deposi ts e x i s t s very much. Recently the schaae of l inking the deposi t 

mobilizing of cooperative banks, with the i r borrowings from 

Resei-ve Bank of India demands deposit mobilization, to a c h i e v e t h e 
se l f - r e l i ance . 

^•^ UTILIZATIOM OF RESOURCES; 

The two main avenues for the employment of fuMs are 

i ) investment i n secur i t i e s i i ) Advances of various types to the 

cooperative i n s t i t u t i o n s . The Cooperative Banker has to observe 

the Reserve Bank conditions about the cash reserve and l iqu id as se t s 

imposed under Banking Regulation Act. •: •' 

4.2 With a view to be in pos i t ion to meet the demands from 

depositors i f and when they arise^ the Act requi res tha t the banks 

should maintain resources equal to a t l e a s t 2B% (including 3% Cash 

Reserves of i t s l i a b i l i t i e s ) i n readi ly rea l i zab le form i . e . l iqu id asse t s . 

The l iqu id resources mostly i n Government and approved secur i t i e s earn 

r e l a t i v e l y lower returns i n comparison with the re tu rn on advances. 

The Banker has , therefore, to s t r ike an optimum balance between 

l i q u i d i t y and p r o f i t a b i l i t y . Excess l i q u i d i t y reduces the p r o f i t a b i l i t y , 

while i t s shortage e2$)oses the bank to the groat r i sk of crash of 

public confidence. 

4.3 After keeping adequate l i q u i d i t y the avai lable resources a re 

to be u t i l i z ed i n advance i n the most p rof i t ab le manner. I n t h i s 

respect , we must r e a l i s e a basic haiadicap of cooperative banks (viz) 

the r e spons ib i l i t y to finance the r i sky business of agr icu l tu ra l 

production. 

5. Another aspect of p r o f i t a b i l i t y r e l a t e s to the lending and 

borrowing r a t e s . The borrowing ra t e s on deposi ts are also on loans 

from the Reseive- Bank of India are almost fixed, so tha t the banker 

has very l i t t l e freedom for sk i l l fu l management of borrowing r a t e s . 

He gets conparatively lower margin on ag r i cu l tu r a l loans than non-

ag r i cu l tu r a l . Efforts must, therefore, be made to rocure maximum 

reimbursement against ag r i cu l tu ra l finance and to u t i l i s e as much of 

the i n t e r n a l resources ( i . e . cap i t a l , reserves and deposi ts) as 
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possible i n noJa-agriciiltural business likemarketing^ processing^ 

indus t r ia l^ consumers e t c . which earns higher i n t e r e s t , 

6.1 As regards primary levels the problem of f inancia l management 

assumes very much importance i n the sense tha t , the majority of the 

primary agr icu l tu ra l cooperative c red i t soc ie t i es are not v iable . 

Further , they are managed by the group sec re ta r ies a t most of the places . 

They are yet to become sound f inancial i n s t i t u t i o n s to a t t r a c t deposits 

from members, and non-meflibere. Their operational efficiency needs to 

augmented to enable them to shoulder the greater r e s p o n s i b i l i t i e s . 

The f inanc ia l decisions are taken by Office-bearers and in^lomented by 

personnel. Thus success of f inancia l management i s linked with pei'sonnel 
management. 

7. gROBLEMS AMD PrFFICIILTIES - '"OVERSEAS 

One of the major problem facing the Cooperative Credit Movement in 

India i s regarding the re-organisat ion of the primary c r ed i t socie ty , 

deposi t mobilisation by cooperative banks and operational d i f f i c u l t i e s 

of the c r e d i t i n s t i t u t i o n s . Besides above the cooperative c r e d i t 

i n s t i t u t i o n s are not evenly developed i n a l l areas and there are regional 

imbalances. The primary c red i t cooperative soc ie t i e s are not v i ab le . The 

above a l l , one of the major problem of the cooperatives for l a s t 3-A- years 

i s Concerning the overdues. To t h i s problem, the fac tors responsible are 

both i n t e r n a l factors- connected with the borrowers and the external 

fac tors l i k e natura l calamities e t c . The effor ts are being made to 

r e h a b i l i t a t e the defaul ters and measux-es for rec,overy are being made. 

8. PBQFESSIOMALIZATION OF MANAGEMENT 

From the above discussions one can conclude tha t the Financial 

Management i s a special ised function and ex0QTt persons who are well 

t rained and profess ional ly ecsqjerienced are e s sen t i a l to take and 

implement decis ions . From t h i s po in t of view the personnel planning i n 

the f inancia l areas i s to be made. This w i l l help to develop the 

f inancia l i n s t i t u t i o n s i n the cooperative c r e d i t s t ruc ture . 

§6/24X75 
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INTRODUCTION 

1. For managing the business of any organisation, the 

personnel is very important. All the business is conducted 

by the persons. The resxilts are also mostly dependent upon 

the performance of the personnel. In the following paragraphs, 

ail attempt is made to review the Personnel Management in 

Cooperative sector. 

2.COOPERATIVE SECTOR 

The Cooperative Movement has touched all the facets 

of the life of the people, on the functional basis, the 

cooperatives are categorissd as Credit, Marketing, Consumers, 

industrial. Housing, Farming etc. The structure of the Coop, 

Movement is also evolved on three tier basis. Kt the primary 

level, there are primary Cooperative societies. At the 

district level, there are central organisations. At the 

State level, there are apex Cooperative institutions. National 

level institutions are also formed in almost all the sectors 

of Cooperative itovement. 

3, PERSONNEL AT PRIMARY LEVEL 

The Personnel Management in the cooperative sector is 

to be viewed at various levels. The primary organisations liave 

to directly deal with the people and hence the personnel 

working at the primary level occupies the significance from 

the point of view of serving the members to impliove their 

business. The Central level organisations are escpected to 

play the role of balancing factor in between the apex level 

and primary level institutions, in order to provide the 
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adequate service as and when needed by the members, it is 

very necessary that every primary cooperative societies must 

have full time paid Secretary/Manager, For the want of personnel, 

the primary cooperatives may not be able to provide adequate 

service to their members. It is observed that l/3rd of 

the agricultural cooperative credit societies in India do 

not have full time paid secretary. Some of the institutions 

have part time secretaries. This sieflects the inadequacy 

of the personnel for managing the primary agril.credit 

cooperative societies. One of the reasons for adequate 

personnel at the primary level is said that the primary 

cooperative credit societies are not viable to cover the 

expenditure of the office, staff etc. Kow the problem is 

of making the cooperative institutions viable either by 

amalgamation or by increasing their membership and turnover. 

The efforts in india particularly in Maharashtra are being 

made to make these institutions/societies viable, 

4 . CiJ)ERISATlOM 

under the scheme of caderisation, secretaries/ 

managers of the primary agricultural credit cooperative 

societies are appointed and their services are governed 

as per the rules of caderisation and supervision societies, 

5. PERSONNEL AT PISTRICT LEVEL 

At the district level, the District Central Cooperative 

Banks are functioning for the purpose of providing short and 

medium term credit to the cultivators through primary 

societies. The scheme for providing short term and medium 

term finance by the District Central Coop. Banks to be 

effective in implementing, needs, the efficient and training 

personnel. From this point of view, the personnel at the 

District level is very important. 
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6 . PERgOMMEL PIĴ .KNIMG 

Tte personnel planning to be perfect, an organisation 

should keep in view the business forecast for the future 

period and an estimate of business be.done to anticipate 

the requirement of members of the primary credit cooperative 

societies. For this purpose, it is desired that the 

management should prepare the business plann and a plan 

for opening the branches in future period. 

7 . P003L OF PERSONNEL 
Now t h e t i m e , h a s come t o t h i n k about t h e c r e a t i o n of 

poo l of t r a i n e d , competent and exper ienced manager ia l 
personne l^ so t h a t the needed d i s t r i c t C e n t r a l Coopera t ive 
Banks and urban Coopera t ive Banks s^a ld be p rov ided wi th t h e 
r e q u i s i t e p e r s o n n e l fo r t h e urban coope ra t i ve banks . Th i s 
i s a p r e s s i n g need, p a r t i c u l a r l y for u rban c o o p e r a t i v e banks . 

8 . RECRUITiyiE^7T POLICY U ÎD PROCEDURE 

"Hhe District level organisations are eacpected to lay 

down the detailed procedures for recruitment of the personnel 

so that the staff of the good quality could be recruited. 

ii-t the time of recruitment, <i;fejactive tests should be taken 

to ensure to the persons of right quality. 

9 . IKPUCTIOK TRi^INIi^G 
i i f t e r t h e r e c r u i t m e n t , every o r g a n i s a t i o n should make 

an ar rangement for the i n d u c t i o n t r a i n i n g to t h e newly 

r e c r u i t e d p e r s o n s . For t h i s purpose , t h e c o o p e r a t i v e 

t r a in in ig c o l l e g e s should be ass igned t r a i n i n g programmes. 

1 0 . ST^JF DEVELOPMENT 
I t h a s become n e c e s s a r y f o r t h e growing o r g a n i s a t i o n s 

t o develop t h e i r p e r s o n n e l f o r e n a b l i n g them t o shoulder 

r e s p o n s i b i l i t y and perform t h e i r j o b s e f f i c i e n t l y . For t h i s 

pu rpose , t h e t r a i n i n g programmes i n t h e v a r i o u s f u n c t i o n a l 

a r e a s such a s , Banker-Customer r e l a t i o n s h i p , i n i ^ e c t i o n and 

Bank laws can be proved v e r y u s e f u l . 
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11« WAGES AND SALARIES 
The performance of t h e p e r s o n n e l most ly depe^ife upon 

t h e i r p a y - s c a l e s and t h e a l lowances t h e y a r e p a i d . N a t u r a l l y 
t h e p a y - s c a l e s a re determined, keeping i n vieViT t h e market \ 

rates/ ra tes prescribed by the law. Relevancy with the 
job-evaluation and job performance and the cost of l iving index 
i s also kept in view, since the wages are to be covered from 
out of prof i t s , the cooperatives ins t i tu t ions are unable to pay 
the wages and salaries at increased r a t e s . I t i s observed that 
a few ins t i tu t ions are paying a t a t t rac t ive ra tes . To solve 
th i s problem sat isfactor i ly , i t i s necessary tha t the 
cooperative organisations have to augment thei r business turn­
over and increase the i r p ib f i t ab i l i ty so that they can employ 
the quality staff at the higher ra tes , prevailing in the jharket. 

1 2 . INCENTIVES 

For the purpose of effective performance of the personnel, 

the cooperative organisations should keep in view of framing an 

incentive scheme for the purpose of ensuring the concentrated 

efforts of the employees towards job achievements. The most 

of the Cooperative Baiks have already started providing 

incentives to their staff. 

1 3 . ROLE OF THE BQIJPD OF DIRECTORS IM PERSOHNEL Mâ lAGEMENT 

For the purpose of taking decisions in the various areas 

of the Personnel Management, the Board of Directors have to 

play significant role especially in the matters of recruitments, 

promotions of their persons. Here they should be convinced 

that ultimately the success of orgcaiisation depends upon the 

integrity, honesty, hard work and the service minded attitude 

of the personnel and as such the people should be recruited and 

developed from this point of view. The directors of an 

organisation should always feel that the quality of the service 

of the organisation depends upon the quality of the persons 

working in it and from this point of view, they should 

concentrate always on inproving the quality of the persons. 
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1 4 . ROLE OF THE REGISTRi^Jl OF COOPER^^TIVE SOCIETIES 

The laws in some of the states empower the Registrar 

of Cooperative societies- to extend approval for the 

appointment of the personnel especially in the matter of 

laying down the qualifications and conditions of the 

service etc. some times the Registrar of the Cooperative 

Societies has also say on the Management's recruitment policy. 

Besides the Registrar of Cooperative SocietieSy apex level 

cooperative organisations should also consider to provide 

the guidance regarding the personnel to the affiliated 

societies. This practice is being followed in Maharashtra State 

with regard to Credit structure„ 

1 5 . PERSOI^MEL OM DEPUTATIOM 

It has become a practice of the .(iDoperative Department 

to provide their officer to work as a senior personnel in the 

important categories of the cooperative institutions. Such 

deputationists remain in the cooperative institutions for 

about 3 to 5 years, afterwards they are repatriated to the 

department. After the repatriation of the departmental officer, 

the vacuum is created. In order to over come this difficulty, 

a pool of senior officers should be maintained by the apex 

level organisation to provide the staff for theaffiliated 

institutions. 

1 6 . INFLUENCE OE THE PERSQKHEL I'^XJ-JMAGEMENT PRACTICES 

The Personnel Management practices in an organisation 

are influenced by a set of external as well as internal 

factors. The major external factors which effect the management 

practices in an organisation are % 

i) the role of State agencies 

ii) the state of economic development 

iii) the labour situation in the market 

iv) the nature of competition, and 

v) cultural and social norms of behaviour in the 
coramvinity. 
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The internal environmental factors which influenced 

the Personnel Management practices are listed as s 

1) the role, competence and integrity of the 
management 

2) the worlcing conditions 

3) the quantified objectives before the 
employees 

4) the organisational planning 

5) the operational procedures and methods. 

The last point is of crucial significance, 

1 7 . ROLE OF THE EMPIjQYEES' UNION 

In past, the trade unions had no role to play in; 

cooperative organisations. Now, V7ith increase in size of 

organizations and number of employees, the trade unions have 

been formed in banking and other cooperative organisations. 

In Maharashtra state, j^n the apex institutions, represen­

tatives of the employees are taken on Board of Directors 

through their unions. The' Unions have to play positive role 

for raising the productivity, norale of the workers and for 

establishing effective channel for communication in between 

management and employees. 

1 8 . L.SBOUR LBGlSLkTiON 

The various acts like. Payment of Vteges Act, Bonus 

Act, Trade Union Act, etc„ are applicable to the Cooperatives. 

Some times the disputes are cropped up. It should however be 

stressed that in the interest of both Management and ertployees, 

the disputes should be settled either by negotiations or by 

arbitretion, 

19. CONCLUSION >' 

The personnel forms the core of Management of any 

organisation. Amongst the resources of the business, two 

resources, namely by Management and personnel are organic, 

and hence, in upkeeping the standard of both the success of 

an institution is ensured. 
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IHTRODUGTIOM 

1. The Cooperat ive Movement c o n s i s t s of t h r e e t i e r 
s t r u c t u r e a s v i z . apex^ c e n t r a l and p r i m a r y . The membership 
of apex and d i s t r i c t l e v e l o r g a n i z a t i o n s c o n s i s t s of s o c i e t i e s . 
The p r imary s o c i e t i e s have i n d i v i d u a l membership. 

2.POLICIES AHD PROGR^ ĴIES 

The p o l i c y i s designed i n a p r o c e s s a t s t a t e l e v e l by 

i>pex l e v e l o r g a n i z a t i o n i n c o l l a b o r a t i o n wi th Coopera t ive 

Department , a s p e r t h e d i r e c t i v e s of S t a t e Government. In 

f i n a n c i a l i n s t i t u t i o n s of Cooperat ive iMtovement, t h e Reserve 

Bank of I nd i a i s a l s o invo lved . The programmes a re f i n a l i s e d 

by d i s t r i c t l e v e l o r g a n i z a t i o n s i n c o n s u l t a t i o n wi th t h e apex 

l e v e l o r g a n i z a t i o n and Coopera t ive Depar tment . There i s 

con t inuous and c l o s e communication between t h e d i s t r i c t l e v e l 

o r g a n i s a t i o n s and apex i n s t i t u t i o n and Coopera t ive Depar tment . 

Th i s i s e f f e c t e d due t o t h e meaningful d i a logue i n t h e meet ings 

p lanned p e r i o d i c a l l y . The v i s i t of t h e o f f i c e r s a l s o h e l p f o r 

c l e a r i n g t h e concep ts of d i s t r i c t l e v e l o rgan i za t i ons j . 

3 . IMPLEIylEÎ ATIOM OF PROGRî i#iE 
The schemes/programmes a r e t o be implemented i n t h e 

f i e l d . The p r imary l e v e l i n s t i t u t i o n s / s o c i e t i e s serve t h e 

members. The p o l i c i e s and programrttes a r e t o be made knovm 

t o t h e s o c i e t i e s and members by t h e concerned d i s t r i c t l e v e l 

o r g a n i s a t i o n . 
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4 . OBJECT OF COmimiChTlOU 1 

For the effective organization of "the progratmves/ 

the cooperators at society level and committee members are 

to be made aware about the implication of the programmes, 

^.wareness may not be created by mailing the policy and 

progranroe circular to the primary societies. The matter 

of policy and progranme is to be discussed with the 

Chairman and the Committee members of the societies and 

their commitment obtained. 

5 . EPUCATIOiii IM) CO^MUNICî TIOW 

in altnoet all the countries, and in India also 

"Member E<3ucation Prograitrae" is implemented by a separate 

organization meant for the purpose. This organization has 

~ state. Division and District level units. The district 

level units in charge of meaber education should vrork in 

close collaboration ̂ d;th business organizations. Thus, when 

monopolistic scheme of Cotton Procurement was in^ilemented, 

the officers of the District Cooperative Board (agency to 

member education) had close liaison with the local offices 

of marketing federations and in course of the meeting with 

members/cultivators they discussed in detail about the various 

aspects of scheme. This is also true in case of the Programme 

of small farmers develofanent agencies. Here the need for 

equipping the beneficiaries with details of the programmes 

is very urgent. Thus, the education programme of Coop,Union 

should be linked up with the programmes of business 

oirganizations. 
I ' 

6. PR0GRyyg4E hm> PROCEDURE NECSSSARY 

For conrounieating the po l i cy and the d e t a i l s of the 

progrananes and s o l i c i t i n g the involvement of members, i t 

i s necessary, espec ia l ly for D i s t r i c t l eve l organizat ions 

to draw up the de ta i led programme and procedure for the 

purpose. The Direc tors of the i n s t i t u t i o n s and the o f f i c i a l s 
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of D i s t r i c t l e v e l i n s t i t u t i o n s have t o c o n c e n t r a t e t o 

c a r r y t h e programme, some of t h e i n s t i t u t i o n s i n Maharashtra 

S t a t e have a l r eady s t a r t e d e f f o r t s i n t h i s d i r e c t i o n . and 

they a re ho ld ing camps of a few s o c i e t i e s a t a c e n t r a l l y 

s i t u a t e d village/toi/vn t o the s o c i e t y p e o p l e . Such type of 

p rocedu re should be followed by o t h e r s and c o n t i n u i t y of 

e f f o r t s should be ensured . 

7 . THE FROBLEJyi OF C0M'1UNICI.TIQM 

The C r e d i t forms t h e co re of Coopera t ive Movement and 
D i s t r i c t Cen t r a l Coopera t ive Banks g r a n t c r e d i t t o t h e 
S o c i e t i e s and i n t u r n t h e s o c i e t i e s p r o v i d e c r e d i t t o t ho 
members. The r e sou rces of C e n t r a l Coopera t ive banlcs are 
employed i n t h i s b u s i n e s s , s i n c e t h e D i s t r i c t C e n t r a l Coop. 
Banks have t o perform t h e banJcing b u s i n e s s , t h e f i inct ion of 
d e p o s i t m o b i l i z a t i o n occup ies p r i o r i t y , i n t h i s c o n t e x t , i t 
i s very n e c e s s a r y t h a t t h e D i s c r i c t Cen t r a l Coopera t ive banks 
should have c l o s e c o n t a c t s v/ i th memfc^rs of t h e s o c i e t i e s . I n 
p r a c t i c e , e f f e c t i v e c o n t a c t s a r e no t v i s u a l i s e d , on t h e 
c o n t r a r y , t h e n a t i o n a l i s e d commercial banks, which a.re now 
d i r e c t l y f i n a n c i n g t h e c u l t i v a t o r s , a r e i n a pos i t i on -
t o m a i n t a i n d i r e c t or^fective c o n t a c t s wi th them. These 
c o n t a c t s a r e he lp fu l i n many Vv'ays i n Banking b u s i n e s s . 



256 

ASIAiK CCIFBHErCE ON COOPSEATI^/^ MANAGSr^NT 
PHILIPPINE VlLUiCE HOTEL, DBCEMBER 1 - 6 , 1975 

MAIIILA, FHILIPPI^ES 

PUBLIC RELATION IN COOm RAT IVES''-

by 

2 
S h r i Bapurao Deshraukh 

1 , P a p e r p r e s e n t e d a t t h e A s i a n C o n f e r e n c e on C o o p e r a t i v e 
Management h e l d i n M a n i l a , P h i l i p p i n e s , December 1 - 6 , 1 9 7 5 , 

2, V i c e - c h a i r m a n , M a h a r a s h t r a S t a t e Coop , Bank, I n c . , Bombay, 



ACCM - CP (India) 
Public Relation- in 

Cooperatives 2*5'? 

THE GOOPEBATIVE PERFOBMANCE 

The Cooperative performance in the m-ixed economy is p redminant 

as well as encouragiigc The Cooperative sec to r has developed i t s 

netwoik of 3^25 lakhs of cooperatives with Rsc725 crores of share 

capi ta l spread from v i l l ege to National l e v e l . I t serves 5^80 crores 

of people, the annual turnover of Cooperative business is to the 

tueri of Rsc 6000 crores r Inspi te of th i s achievement the cooperatives 

in India have to function side by s ide with Pr iva te and Publ ic sec to r 

organisations* under the pol icy d i rec t ives from Government agencies* 

The movement has also to face competition with foimidahLe en te ipr i ses 

in other s e c t o r and to maintain i t s democratic and autonomous 

character . False propoganda by vested i n t e r e s t and unhealthy 

cr i t ic ism against cooperatives t r y to shake the fa i th of people in 

cooperative approadi. In th is frame-woik and background the need 

and improtance of public re la t ions occupies s ign i f ican t relevanoee 

Any neglegence of this important area could spoi l not only the image 

of Cooperation but also endanger i t s future, development, 

PUBLIC KELATIOMS; MEANING AND IMPORTAMCE 

The concept of Publ ic re la t ions must f i r s t of a l l be cleared 

before we analyse i t s s ignif icance in Cooperatives« Defined by 

the I n s t i t u t e of Public Relations i t i ^ ' the de l i be ra t e , planned 

and sustained e f for t to es tabl ish maintain understanding between 

an organisation and i t s " publ ic " c I t is e s s e n t i a l l y concerned with 

the tusiness of communication - the communication of ideas, from 

those offering goods and sero-ices to t h e i r most l i k e l y customers, 

Broajdly speaking. Publ ic re la t ions is planned persuasive 

eDmiaunication deslcned to Infli l annf l a Tare? f •? nQn4-. r\nK1 n n . 
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I t is not j u s t being pleasant • r friendly t« pecple making them feel 

a t ease, although these are amportant features of Public Relations« 

I t is something more tiian advert is ing ard propogandac Publ ic 

re la t ions may be described as an a r t of making our cooperative 

organisations l iked and respected by membeis, employees* customers 

and people at large^ I t evaluates Publ ic a t t i tudes? iden t i f i es 

po l ic ies and pjt)cedures of an organisation with public i n t e r e s t 

and executes an action-programme to get publ ic understanding and a c c ^ t -

ance. 

IDENTIFYING THE ROLE OF PUBLIC RELATIONS IN GOOPERATIT/ES: 

The Cooperative sec to r in the country has entered in almost 

a l l f ie lds of human l i f e and as such readied to an adult age to be 

recognised as a single l a r g e s t sec to r in our mixed eooncanyf The 

growing complexity in the modem-business and industry c a l l s for 

immediate a t t en t ion for effective communication channels c There is 

increasing presure of modern means of communication on one hand 

and wide range of la rge membership on another hand with a l l problems 

of understanding and a t tent ionc The organisat ional s t ruc tu re that 

is b u i l t up at various l eve l s has become •ompli«ated where i t has 

made harder job for Publ ic Relation Officer to gain peoples a t ten t ion 

and as su«b he has to devise several solut ions ecgc moie careful 

se lec t ion of audiances with whi*h to communicate and more s k i l l f u l l y 

prepared communication and grea ter iden t i f i ca t ion of communication 

with the exis t ing i n t e r e s t of• the audiances r In the same context 

there is the la«lc of two-way consnunication. Again people do not get 

pitjper opportunity to ej^jfess thonselves. This poses a problem before 

the Publ ic Relation Officer in order to secure human Gooperationt 
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There are instances whidi show fa i lu re of cer ta in good schemes 

of public i n t e r e s t for want of effect ive Publ ic re la t ionsc Since 

public is the •omprehensive teim, the Purbl ic re la t ions off ice r must 

think almost always iti terms of small, more- spec i f ic publ ic drawn 

out of the general mass e A public is drawn together by de f in i t e 

i n t e r e s t in certain areas and has de f in i t e opinions on matters within 

these areas f This role needs to be ident i f ied with proper perspect ive 

and objective in order to have effective Publ ic Relations c 

THE GHALLANGEING JOB : 

Since cooperatives are coming in constant contacts with i t s 

counter partis organisation in Pr iva te and Publ ic sec tor , these 

seems increasing awareness to recognise the importante of the job , 

of Public Relations Officers t The Cooperative ventures tha t have 

gained preminance over the l a s t one de-cade have f e l t the need to 

appoint t he i r publ ic re la t ions Officers to look a f t e r various jobs 

and a c t i v i t i e s of Public Relationsc Cooperative Sugar Factories* 

Spinning Mi l l s , Maiketing and Consumers Federat ions, F e r t i l i s e r and 

Dairy p l a n t s , Rice Mi l l s , and other Federal bodies have taken 

special care to appoint Publ ic re la t ions Officers in order t o spec ia l i se 

the jobs in the context of changing time and s i tua t ions r I t i s , 

however, very d i f f i c u l t to give job descript ion of these publ ic 

re la t ion Off icers , as i t veries from one organisat ion to another. 

Generally, i t is found tha t the publiq re la t ion Off icer ' s job is 

concerned with duties to maintain oLear understanding about the 

po l i c i e s and objectives in the minds of Publ ic within and without 

the organisa t ion, Since the Cooperative management i s , answei^ible, 

and accountable to Government and Society a t la rge including i t s 

membei^ and employees as well , the job of Publ ic Relatian Officers 
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orucial and challanging to a great extente At th i s s tage , i t would 

be helpful to define the dut ies and to identify the*-public' to which 

the Public Relation Officer is ccncemed, the mostc 

The pubLio in this context may be c lass i f ied into in te rna l 

soad external publicf In ternal publics are those who are d i r ec t l y 

connected -with Cooperative organisationsudi as monbers? anployees* 

vjoikersj inves te rs , dealeis^ customers? suppliers etc* whi le , 

external publics consist of people who are not ccnnected such as 

Government, pressmen, o ther o f f i c i a l s who may or may not have i n t e r e s t 

in the p a r t i c u l a r organisations 

FOEMS AND MEDIA OF PUBLIC BELAfgQNS : 

Since, the concept of Publ ic Relation is most comprehenss ive 

and wide one, the Publ ic Relation Department has to undertake various 

and almoct a l l a c t i v i t i e s whish concern to Publ ic from within and 

without the organisat ion. This department na tu ra l l y must have access 

to thenecessaiy s k i l l s and judgement to perfoim many complex dut ies 

which comprises-

i ) Advertising media of a l l kinds «• 

i i ) P r in t i ng , Publioations and p u b l i c i t y , 

i i i ) P ress - re la t ions and re la t ions with Government agenciesc 

iv) E^diibitions, conferences and meetings r 

v) Staf:0^member re la t ions and communications« 

The above foms and media of Publ ic r e l a t ions and the bomplex 

dut ies assigned to the Publ ic Relation Department is again to be 

judged in terms of cost and boief i t s rendered, % a t costs more or 

l e s s and benefits the organisation gets are the basic quest ions, the 



6 261 

J ' f t e r a l l v/hat const i tutes predominantly is the adm and object ive of 

the organisation and i t s eapabHity to achieve the same. I t is 

evendetly the v i t a l task of cooperatives to maintain cooperative 

s p i r i t and idealogy before i t s own people and pub l ic at l a rge to gain 

t h e i r fai th 1Q Cooperation and to safeguard the t iue image of Cooperationc 

^Jhat requires most 1Q this direct ion is to frame sound pol icy in re la t ion 

to a l l matters regarding Publ ic Relations and to execute the same 

with dynamic zeal for i t s effectiveness c 

MODEBN APPBOACH s 

M the present junc ture , the Cocperative sec to r is sharing 

major Socio-economic responsibtLi t ies towards the weaker sect ions 

of the communityt New p o l i c i e s , ptt'ogrammes and schemes for the 

betterment of weaker sect ions are being implemenited through socperativesc 

The success of these sdiones mostly depends upon the qual i ty of pub l ic 

re la t ions which needs to be r ev i t a l i sed and developed in r igh t d i r ec t ion , 

Gottan Monopoly Scheme, Employment Gurantee Scheme, Sdiemes 

of MFAL/SFD and a l l sudi o ther sdiemes and «ther programme of lu ra l 

development require special considerations and a t ten t ions to develop 

Public Relation I In a l l these developments we have to build up new 

l i n e s of communicationsc Since ours is a form of Economic democracy* 

The present time demands tha t the persons who function as monber 

representa t ives , employees and board members understand and develop 

the r igh t fonns of danocrat ic contacts , through in te rna l as wel l 

as External re la t ionse 

In India there ex is t s a t h r e a - t i e r system and federal s t ruc ture 

in almost a l l the s t a t e s and this s t ruc tu re is further well l inked up 

a t National l e v e l . This v e i l b u i l t - i n process of s t ruc tu ra l frame 

woric provides good opportunity to strengthen Publ ic Relations on 

proper l i n e s . 



ACCM - CP (India; 
Public Relation in 2'B2 
Cooperatives 

7 

Federal bodies at a l l the levels the .Apex s o c i e t i e s , S ta te unions^ 

and National Federation form an effective channel for two-way communioation 

The inter l inks between membeis-representatives boaids j sub-

oommittees, s taff committees, general body meetings should function 

effect ively to provide opportunity to a l l connected with the day-to­

day working and decision making process to develop donocrat ic 

d ia rac te r to strengthen Publ ic Relations in terms of Manbers s ta f f 

re la t ionsc 

I t also requires the federal bodies and the State Cooperative 

Unions to look a f t e r the member education programme and also to 

work as spokemen for the orderly development of Cooperative sectorc 

What we f i r s t of a l l need is more meetings and conferences and more 

psychological and democratic way of t r ea t ing the members/staff groups r 

The role of employees who should be involved more through p a r t i c i p a t i o n 

in decision making and i t s implementationt There are no doubt, the 

p o l i t i c a l and bureaucratic influences in the management however 

the board-members must see that a l l actions are taken on p r inc ip les 

of serving a l l members equally with the in t e re s t of the Society on 

the basis of general p r inc ip les of Cooperation, 

In the context of present juncture the cooperatives have to 

perform the i r r espons ib i l i ty in building'up National economy with 

p a r t i c u l a r emphasis upon rura l - reconst ruct icnc In iiie words of 

Mrse Indira Gandhi, the Prime Minis ter of India , ' ' Jus t as we develope 

a common denominator or p o l i t i c a l commitment to rac ia l equa l i ty , so should 

we now address ourselves to the issue of econcmic unequali ty and 

generate momentum for cooperative actione Pas.t concepts and 

assumptions cannot meet the diallanaes of our new e o o d i ' . 
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Publ ic Relations in the modem woaid has become a necess i ty 

f«r Cooperatives and as such care is to be taken to bhild up good 

imanage of Cooperaticoc I t is time the Coqjeratives understand the 

itnporteince of Publ ic Relation in the management of txisiness so tha t 

they are able to overcome the i r problems and d i f f i cu l t i e s as a also 

improve the •onf idence of the people and employees about the . • 

organisationf In t o t a l i t y , what is bu i l t up is Cooperative imager 

c c c r < c f . r f . f f 

S I / 12.11.1975 
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COOPERATIVE MARKETING IN IM)IA 
ITS PROBLEMS AND PROSPECTS 

The Cooperative movement in India, which had a formal 

beginning at the start of this century, is now spread over the 

entire length and breadth of this country, and embraces almost 

all sectors of the economic and social life of the people. 

They serve the vast masses of the people in the fields of 

agricultural credit, marketing, processing and supply of in­

puts, distribution of consumer goods in urban and rural areas, 

animal husbandry and fisheries, small industry, rural electri­

fication, urban thrift and credit, housing, transport, insu­

rance, construction labour and other vocations of the small-

man. Thus, there are over 300,000 Cooperative Societies of 

various types in India, having a total membership of about 65 

million people, a share capital of over Ife» 10,000 million and 

a working capital of over Ife, 80,000 million, 

2, The cooperative credit structure forms the back-bone 

of the agricultural credit system in India, and is an integral 

part of the programmes of agricultural development and plan­

ning. The technological breakthrough in agricultural produc­

tion sought to be achieved through new strategies of develop­

ment has made heavy demands on cooperative credit institutions, 

both for key inputs like fertilisers, seeds and pesticides and 

investment in credit for agricultural operations, machinery, 

minor irrigation works and other land improvement measures of 

& long term nature. The total agricultural credit disbursed 

by 160,000 cooperative credit institutions, exceeded over 

Pfe, 10,000 million during the year 1973-74, The Cooperatives 

distributed over 60% of the chemical fertil^isers and other 

agricultural inputs, to the farmers. The Cooperative market­

ing societies (about 3,500) marketed agricultural produce of 

the value of Rs, 11,000 million during the year 1973-74. 

Among the processing cooperatives, cooperative sugar factories 

are notable for tbt̂j success achieved by them and are manufac­

turing &bout 40 per cent of the total production of sugar in 
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the country. Other agricultural production societieft include 

cooperative farming societies (about 9,500), Cooperative Irri­

gation Societies (about 4,000), Dairy Cooperatives (over 

13,000) and Fishermen's Cooperatives (about 4,500), 

3, Among the latest trends in the development of the . 

cooperative movement in India, is the emergence of large manu­

facturing organisations in the cooperative sector. The Kaira 

District Cooperative Milk Union in the State of Gujarat, is 

the largest milk processing dairy cooperative in South East 

Asia and produces about 60 per cent of the baby food manufac­

tured in India, The Indian Farmers? Fertiliser Cooperative 

has made a total investment of Rs, 1,000 mil-lion in its ferti-

oiser plants which are in the various stages of construction 

and production. Another large cooperative in the field of ma­

nufacturing of Petro-^hemicals has also been established re­

cently and is expected to go into production by the end of 

1976, 

4, A Cooperative movement of such massive dimensions, 

operating on a country-wide scale and embracing diverse as­

pects of the economic and social life of the people, is the 

outcome of close collaboration and understanding between the 

people and the Government of the country in the post-indepen­

dence era. The vast problems thrown up by the Cooperative 

movement in the course of its functioning, including removal 

of regional imbalances and disparities, structural gaps and 

weak spots and elimination of unhealthy e,nd anti-social in­

fluences, were capable of solution only with initial State 

help. Besides, the Government's financial support was indis* 

penable for a Cooperative movement,that relies for its mem­

bership on, and caters to the needs of, vast masses of people 

of small means. Also, because of the comparatively low le­

vel of literacy among the masses greater reliance had to be 

placed initially on the administrative control, support and 

guidance, of the State, 



266 
ACCM - CP 
Coop Marketing in India 

5» Much headway has been made in the field of Coopera­

tive Marketing of agricultural produce in a developing country 

like India, but the experiences in the field of Marketing by 

Cooperatives in other consumer goods is limited. This paper, 

therefore, analyses the factors favourable in Marketing of con* 

sumer goods and the factors that retard its progress. The 

Marketing will have to be taken in the context of Marketing as 

a whole and not only buying and selling operations, 

6, Attempts have been made to examine a new field of 

consumer goods marketing by the cooperatives because they • .' 

have their own problems. Let it be stated at the outset that 

the basic marketing principles involved in marketing any com­

modity are the s ame• 

I 

7, Cooperative organisations of various kinds have been 

functioning in almost all the countries of the world. Coopera* 

tive Marketing has become an integral part of the Cooperative 

Movement, Cooperative marketing societies play a very impor­

tant role in developing countries as they are mostly based on 

agrarian economy. Earlier, in the absence of any organisa­

tion of agricultural producers, they were being exploited by 

middlemen who made profits at the cost of both producers and 

consumers. This gave rise to Cooperative Marketing Societies 

to perform one or more functions from procuring, processing 

to marketing of members' produce. This was for collective 

gain and freedom from exploitation, 

8# In India, the need of cooperative maltketing was felt 

due to malpractices prevailing in buying and selling of agri­

cultural produce. The producers were not getting their due 

share. They were forced to sell their produce at throw-away 

prices due to inadequate facilities of finance, agricultural 

inputs, storage, transportation, cold storage facilities a nd 

due to faulty marketing techniques. In view of this, an in­

tegrated programme of cooperative marketing was planned and a 
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cooperative marketing structure was built up at various le­

vels. Today, cooperative marketing structure consists of a 

National level Msocketing Federation to which are affiliated 

21 State Marketing Federatiore and above 3,300 primary market­

ing societies. There are also S^ate Marketing Federations 

functioning for special commodities. Cooperative Marketing sys« 

tem in India includes processing societies also viz., fruits 

and vegetables processing societies, rice mills, sugar facto­

ries, cotton ginning, processing units, dairing etc. These 

cooperatives undertake processing as well as marketing activi­

ties to derive maximum benefits from disposal of their produce. 

Cooperative Marketing has made a commendable progress in re- ;• 

cent past in its various aspects, 

9, Most of the cooperative marketing societies are also 

functioning as commission agents, Thay are collectively sel­

ling produce of their members to fetch best available market 

rates and reduce malpractice, .Outright purchases by the co­

operative marketing societies are negligible as the agency 

business is more secured and without much involvement. Coop­

erative marketing societies also purchase on behalf of the 

Government organizations. They are having their go-downs in 

market centres where they keep the produce of their members at 

the harvest time and sell in lean months for the benefit of 

cultivators. The producers are given advance money for pledg­

ing their produce with, the societies. Apex cooperative market­

ing organisations are engaged in inter-state purchase and dis­

tribution of agricultural produce through primary and dis­

trict level societies. The desired degree of success could 

not be achieved yet due to various problems au'bh as inade-

quate finance, storage capacity, low ipargins, lack of proper 

market intelligence, lack of suitable field staff and manage­

rial personnel. The magnitude of the task is enormous for a 

developing country which need skills at all levels* 
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Factors Responsible for Slow Growth 

10, Some of the factors responsible for the slow pro­

gress iro cooperative marketing structuae and functioning are: -

JWhile setting up of cooperative marketing structure, it 

was emphasised that there should be effective linking 

between credit and marketing societies. Whereas, cre­

dit societies will supply the funds, marketing societies 

will make necessary recoveries from their members. As 

a consequence, cooperative marketing societies are fa­

cing problems of inadequate finance and working capital., 

in the absence of which it is difficult to make outright 

purchases of agricultural produce on one side and dis­

tribution of agricultural inputs on the other* 

«j©ooperative marketing societies have not yet been able 

to reach a. 11 the villages where 60 to 70 per cent of 

totcil produce is sold to the private trade in the field 

itself due to the debtor-creditor relations that exis­

ted earlier between cultivators and purchasers, l^ck of 

adequate road links with the markets, ignorance of mar­

keting practices and ready money. Further, the offices 

of the cooperative marketing societies are functioning 

in market centres but have no adequate machinery to pur­

chase in the villages» 

-Many cooperatives like to function as commission agents 

to avoid trading risk involved in outright purchases* 

On the other hand, small producers like to sell their 

produce on outright basis to get ready cash'smoothly, 

-Societies are interested in distribution of agricultu­

ral inputs, like fertilisers, insecticides, pesticides 

and other agricultural implements to have safe and gi­

ven margin without any risk. This retards the growth 

of marketing cooperatives, as they invest their availa-
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ble funds for such activities rather than for marketing 

agricultural produce, 

-Some cooperative marketing societies are manned by non­

professionals who use societies as platforms for pur­

pose other than pure marketing. Agricultural cultiva­

tors -cum-traders are having some hold in these socie­

ties who are not much interested to buy and sell to co­

operatives. More often, cooperative marketing socie-
l 

ties have to depend on private tirade for purchase and 

disposal d ua to unorganised trade links at the seconda­

ry or terminal market, 

- The weakness is also with regard to individual society 

buying on ad-hoc basis; members' personal interest and 

lack of marketing expertise in the field of consumer 

cooperative marketing. They suffer from lack of finan-> 

ces and financial management. Sometimes, they keep 

their capital idle and do not buy when the season is 

on, or when the prices ere competitive. 

Remedies to Gear up Progress 

11fr Many steps have already been taken for speedy 

growth of the cooperative marketing societies such as s 

iVested interests and several tiers in the cooperative 

marketing are gradually being eliminated, 

-Cooper?.tive marketing societies are being assisted to 

build up strong share capital of their oWn to carry on 

their transactions successfully. Margin money is be­

ing provided. More share money from their members and 

assistance from other institutions is extended because 

it is felt that due to poor working capital, many pri­

mary cooperative societies have become unviable units, 

Maarketing society should naturally have a minimum turn-
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over to be a viable unit and to be effective, 

-Closer contacts with the consumer and the producer so­

cieties are established. Consumers cooperatives serve 

evS outlets for cooper^-tive marketing societies and the 

transactions-are in mutual interest of the consumer and 

the producer* 

-Storage capacities are being created for cooperative 

marketing societies. More godowns and cold storages 

are being constructed to cope with growing, need vdth 

the help of State and Central VJarehousing Corporations, 

-For efficient functioning of cooperative marketing so­

cieties, it has been emphasised that Directors of these 

societies should lay down broad policies and princi­

ples. They should rcftain from interfering in day-to­

day purchases of the society. The fbrofessional mana­

gers are being made responsible for successful opera­

tions of the society within the guidelines given and 

member education programmes are being intensified, 

-Effective links between credit and marketing societies 

are being established as this will solve major pro­

blems with regard to finance and other allied diffi­

culties. With the help of adequate credit facilities, 

it will be possible to make outright purchases. Thus, 

there will be manifold increase in the turnover of 

marketing societies, 

-The National Cooperative Development Copcporation has 

introduced a scheme for providing financial assistance 

to National Agricultural Cooperative Marketing Fede­

ration and other higher level Marketing Cooperatives 

to enable them to create 'Agricultural Commodities 

Price Fluctuation Fund' to insure against possible los­

ses on outright purchases because of fluctuations in 
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the market price of agricultural commoditieso 

-For the successful functioning of cooperative market­

ing societies! trained experienced managers and field 

staff are being recruited in larger numbers, On-the<" 

job and specialised training programmes are being con­

ducted for the benefit of managers at all levels. The 

Managers on deputation who have good knowledge in admi­

nistration but lack business initiative or commercial 

experience s.re gradually being replaced by professional 

managers and cooperative service ca.dres are being crea­

ted* 

Coordination in Cooperative Marketing 

129, National Agricultural Cooperative Marketing Federa­

tion - an apex organisation of cooperative marketing societies 

at a national level and NationaliCooperative Consumers' Fede­

ration - an apex organisation of consumer cooperatives at the 

national level are strengthening the infra-structure and 

streetmlining the functions of cooperative marketing societies o 

In the light of our nex̂r 20-Point Economic Programme, the' res­

ponsibility of apex organisations has substantially increased 

in case of procurement of agt^ricultural produce j distribution 

of fertilisers, insecticides and pesticides and other agri­

cultural inputs as well as consumer goods of mass consumptionb 

The entire distribution system is being geared up and service 

is being rendered to reduce distribution costo National Agri- / 

cultural Cooperative Marketing Federation and National Coopera""^ 

tive Consumers' Federation are mutue.lly evolving policies so 

that larger transactions take place between the cooperatives 

of two kinds to their mutual benefit and ultimately to the be­

nefit of the consumer and the producer eliminating middlemento 

13 o Members are being properly educated aid told about 

the cooperative principles and made known that even the pro-
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fits earned by the cooperative societies as ultimately 

ploughed back to the members by way of purchase rebate/divi­

dend etc» 

14, New Economic Programme also lay special stress on 

liquidation of rural indebtedness and provision of land to 

landless labourers. For this prupose, credit and consumer 

cooperatives are being strengthened so as to help the small 

farmers in providing credit for purchase of improved varieties 

of seeds, fertilisers and other agricultural inpiuts, Rural 

indebtedness is being reduced. Banks are being opened in lar­

ger numbers to render marketing credit in rural areas, ;; 

15* Recently, steps have been taken to set up manage­

rial cadres recruiting management trainees, construction of 

regional warehouses, processing units and arrangements for 

supply of adequate credit which should go a long way in 

strengthening cooperative marketing and consumer cooperative 

structure. The question is - are they adequate to meet the 

serging needs of -the time - but the steps are in the right 

direction, 

16, The cooperative marketing operations will have to 

be done from a service angle utilising Modern Management prac­

tices by Professional Managers for effective marketing. Mo­

dern scientific and technologial advances already used in this 

field including use of commercial intelligence and information 

services will have to be adopted. The consumer Scores, Super 

Markets, VJholesale and Retail Stores have tremendous power 

and infrastructure. They can get their requirements jointly 

through pooled purchases. The advantages t'hat occur to them 

could be passed on to the consumer, in terms of reduced prices, 

rebates, timely services, home deliveries etc. 

Conflicts 

17» It may be mentioned that the field of Consumer Co-
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operative Marketing is a developing one and would need special 

attention* There would always remMn conflicting interests 

because the producer cooperatives would ask for higher prices 

to protect the interests of their members. Processing coopera­

tives #ould like to buy consumer goods a^t cheaper rates and 

sale at higher rates to the consumer cooperative societies. 

On the contrary, the consumer cooperatives would like to buy 

the commodities at a cheaper price, so that the interests of 

their own members are protected. There will be another con­

flict with the private trade as the cooperatives are accounta­

ble and could not use all the mechanism available to the pri­

vate trade. The cooperatives have primarily a service motive 

and could not indulge into profit making and exploitation. 

They would, however, need profit to build up the marketing 

structure for cooperative development. The social profit is 
I 

for social good. There is another conflict as to the aspect 

of government aid being taken hy the cooperatives and, if so,, 

at what stages without sacrificing its autonomy. Can coops, 

stand on its own legs from its early start? A scheme has been 

formulated for linking of the activi1;ies of consumer societies 

with those of cooperative marketing and processing societies 

with a view to balancing the interests of the producers and the 

consumers. The scheme envisages closer relationship between 

different kinds of cooperative societies; representation on 

each other's management, and effective coordination between 

their activities to their mutual benefits. It has been stressed 

that consumer cooperatives should procure their requirements 

first through sister cooperatives of producers. This scheme 

will help in reducing the conflicts within the cooperative 

movement and promote the cause of serving the society as a 

whole,. 

18, State participation in the Cooperative Marketin g 

Movement need not cause any conflict between the State and 

Cooperative Movement, where both are wedded to the ideals of 
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democracy -and.motivated by the desire to promote the welfare 

of the people. Each has a complementary role to play, and 

the common objective of the good of the people, pursued with 

mutual under sta.nding and consider action, becomes easier of at­

tainment. Cooperative marketing is not a charity but is a ser­

vice. Its performance will be judged on its efficiency and 

effectiveness and how economically it serves its members, 

19, Among conflicts, a via-media v/ill have to be found 

because even cooperatives would have to function within the 

over-all-frame-work of national policy e.nd parameters and can­

not be effective otherwise. The field of cooperative con̂ urâ er 

marketing is new and challenging and offers many solutions as 

it raises many problems and conflicts. There is no doubt, how­

ever, that the cooperative marketing could make a big success 

even in the field of consumer commodities besides agricultural 

commodities,, if they are run by professional managers, using 

the modern technology and information and running it effec­

tively and efficiently with service as a motto within the co­

operative principles. The outstanding example are provided 

by Cooperative dairies, ginneries and Sugar Mills, 

National Coopera.tive Consumers' Peders^tion - Structure 

20* The cooperative structure iw the field of consumer 

cooperatives has a base and potentiality with its own eight 

branches and affiliated State Federations which form a distri­

bution net work all over the country with 14 State Federations 

as its membersj 400 wholesale consumer societies, 2,050 bran-
it 

chesj 130 Depcirtment Stores and 13,000 primary consumer so­

cieties together with 4,4 million families as its members. 

Perhaps, no other agency could have such a gigantic set up on 

countrywide bc\sis. If consumer collective bargaining power 

obtained through such an infra-structure, is utilised well in 

the field on marketing, it could have all the advantages of 

bulk buying, storage and processing and supplying the same at 
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reasonable prices to its members and others, 

21» The future is bright and if handled well it will 

bring tremendous relief to the consumer. The middlemsn who 

takes away cream of the profit both from the consumer and the 

producer could be reduced, if not altogether eliminated* 

This could only be done by real good cooperative efforts and 

by competent managers. The consumer must be convinced that 

he is protected and he is getting the goods at the right time 

of right quality.at fairly reasonable price. If the c onsvanet 

confidence is maintained, there is no doubt that the Coopera­

tive Marketing in consumer goods can be an effective instru-

rr̂ nt of socio-economic revolution bringing considerable re­

lief to the consumer - to which sector we all belong* Every­

one is,a consumer, irrespective of his place, occupation, 

age, sex, colour or creed. The key-pin of all this is a co­

operative manager - efficient and effective manager - who can 

deliver the goods and therefore the.central theme is "Coope­

rative Management"', 

oOo-
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COOPERATIVE MARKETING IN INDIA—ITS 
PROBLEMS AND PROSPECTS 

DR. M. S. PATEL 

The Cooperative movement in India,, which had a formal beginning at the start of 
this century, is now spread over the entire length and breadth of this country, and embraces 
almost all sectors of the economic and social life of the people. They serve the vast masses 
of the people in the fields of agricultural credit, marketing, processing and supply of inputs, 
distribution of consumer goods in urban and rural areas, animal husbandry and fisheries, 
small industry, rural electrification, urban thrift and credit, housing, transport, insurance, 
construction labour and other vocations of the small man. Thus, there are over 300,000 
Cooperative Societies of various types in India, having a total membership of about 
65 million people, a share capital of over Rs. 10,000 million and a working capital of over 
Rs. 80,000 million. 

2. The cooperative credit structure forms the back-bone of the agricultural credit 
system in India, and is an integral part of the programmes of agricultural development and 
planning. The technological breakthrough in agricultural production sought to be achieved 
through new strategies of development has made heavy demands on cooperative credit 
institutions, both for key inputs like fertilisers, seeds and pesticides and investment in 
credit for agricultural operations, machinery, minor irrigation works and other land 
improvement measures of a long term nature. The total agricultural credit disbursed by 
160,000 cooperative credit institutions, exceeded over Rs. 10,000 million during the year 
1973-74. The Cooperatives distributed over 60% of the chemical fertilisers and other 
agricultural inputs, to the farmers. The Cooperative marketing societies (about 3,500) 
marketed agricultural produce of the value of Rs. 11,000 million during the year 1973-74. 
Among the processing cooperatives, cooperative sugar factories are notable for the success 
achieved by them and are manufacturing about 40 per cent of the total production of sugar 
in the country. Other agricultural production societies include cooperative farming societies 
(about 9,500), Cooperative Irrigation Societies (about4,000). Dairy Cooperatives (over 13,000) 
and Fishermen's Cooperatives (about 4,500). 

3. Among the latest trends in the development of the cooperative movement in India, 
is the emergence of large manufacturing organisations in the cooperative sector. The Kaira 
District Cooperative Milk Union in the State of Gujarat, is the largest milk processing 
dairy cooperative in South East Asia and produces about 60 per cent of the baby food 
manufactured in India. The Indian Farmers' Fertiliser Cooperative has made a total invest­
ment of Rs. 1,000 million in its fertiliser plants which are in the various stages of construc­
tion and production. Another large cooperative in the field of manufacturing of Petro­
chemicals has also been established recently and is expected to go intp production by the 
end of 1976. , 

4. A Cooperative movement of such massive dimensions, operating on a country­
wide scale and embracing diverse aspects of the economic and social life of the people, is the 



outcome of close collaboration and understanding between the people and the Government 
of the country in the post-independence era. The vast problems thrown up by the Coopera­
tive movement in the course of its functioning, including removal of regional imbalances 
and disparities, structural gaps and weak spots and elimination of unhealthy and anti-social 
influences, were capable of solution only with initial State help. Besides, the Government's 
financial support was indispensable for a Cooperative movement, that relies for its member­
ship on, and caters to the needs of, vast masses of people of small means. Also, because of 
the comparatively low level of literacy among the masses greater reliance had to be placed 
initially on the administrative control, support and guidance of the State. 

5. Much headway has been made in the field of Cooperative Marketing of agricultural 
produce in a developing country like India, but the experiences in the field of Marketing 
by Cooperatives in other consumer goods is limited. This paper, therefore, analyses the 
factors favourable in Marketing of consumer goods and the factors that retard its progress. 
The Marketing will have to be taken in the context of Marketing as a whole and not only 
buying and selling operations. 

6. Attempts have been made to examine a new field of consumer goods marketing 
by the cooperatives because they have their own problems. Let it be stated at the outset 
that the basic marketing principles involved in marketing any commodity are the same. 

7. Cooperative organisations of various kinds have been functioning in almost all the 
countries of the world. Cooperative Marketing has become an integral part ofthe Coope­
rative Movement. Cooperative marketing societies play a very important role in developing 
countries as they are mostly based on agrarian economy. Earlier, in the absence of any 
organisation of agricultural producers, they were being exploited by middlemen who made 
profits at the cost of both producers and consumers. This gave rise to Cooperative Market­
ing Societies to perform one or more functions from procuring, processing to marketing of 
members' produce. This was for collective gain and freedom from exploitation. 

8. In India, the need of cooperative marketing was felt due to malpractices prevailing 
in buying and selling of agricultural produce. The producers were not getting their due 
share. They were forced to sell their produce at throw-away prices due to inadequate 
facilities of finance, agricultural inputs, storage, transportation, cold storage facilities and 
due to faulty marketing techniques. In view of this, an integrated programme of cooperative 
marketing was planned and a cooperative marketing structure was built up at various levels. 
Today, cooperative marketing structure consists of a National level Marketing Federation 
to which are afliliated 21 State Marketing Federation and above 3,300 primary marketing 
societies. There are also State Marketing Federations functioning for special commodities. 
Cooperative Marketing system in India includes processing societies also viz., fruits and 
vegetables processing societies, rice mills, sugar factories, cotton ginning, processing units, 
dairing etc. These cooperatives undertake processing as well as marketing activities to derive 
maximum benefits from disposal of their produce. Cooperative Marketing has made a 
commendable progress in recent past in its various aspects. 

9. Most of the cooperative marketing societies are also functioning as commission 
agents. They are collectively selling produce of their members to fetch best available 
market rates and reduce malpractices. Outright purchases by the cooperative marketing 
societies are negligible as the agency business is more secured and without much involve­
ment. Cooperative marketing societies also purchase on behalf of the Government organi­
sations. They are having their godowns in market centres where they keep the produce of 
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their members at the harvest time and sell in lean months for the benefit of cultivators. The 
producers are given advance money for pledging their produce with the societies. Apex 
cooperative marketing organisations are engaged in inter-state purchase and distribution of 
agricultural produce through primary and district level societies. The desired degree of 
success could not be achieved yet due to various problems such as inadequate finance, 
storage capacity, low margins, lack of proper market intelligence, lack of suitable field staff 
and managerial personnel. The magnitude of the task is enormous for a developing country 
which need skills at all levels. 

Factors Responsible for Slow Growth 

10. Some of the factors responsible for the slow progress in cooperative marketing 
structure and functioning are :— 

—While setting up of cooperative marketing structure, it was emphasised that there 
should be effective linking between credit and marketing societies. Whereas, credit 
societies will supply the funds, marketing societies will make necessary recoveries 
from their members. As a consequence, cooperative marketing societies are facing 
problems of inadequate finance and working capital, in the absence of which it is 
difficult to make outright purchases of agricultural produce on one side and distri­
bution of agricultiiral inputs on the other. 

—Cooperative marketing societies have not yet been able to reach all the villages 
where 60 to 70 per cent of total produce is sold to the private trade in the filed itself 
due to the debtor-creditor relations that existed earlier between cultivators, and 
purchasers, lack of adequate road links with the markets, ignorance of iharketing 
practices and ready money. Further, the offices of the cooperative marketing 
societies are functioning in market centres but have no adequate machinery to 
purchase in the villages. 

—Many cooperatives like to function as commission agents to avoid trading risk 
involved in outright purchases. On the other hand, small producers like to sell 
their produce on outright basis to get ready cash smoothly. 

—Societies are interested in distribution of agricultural inputs, like fertilisers, insecti­
cides, pesticides and other agricultural implements to have safe and given margin 
without any risk. This retards the growth of marketing cooperatives, as they invest 
their available funds for such activities rather than for marketing agricultural 
produce. 

—Some cooperative marketing societies are manned by non-professionals who use 
societies as platforms for purpose other than pure marketing. Agricultural culti-
vators-cum-traders are having some hold in these societies who are not much 
interested to buy and sell to cooperatives. More often, cooperative marketing 
societies have to depend on private trade for purchase and disposal due to unorga­
nised trade links at the secondary or terminal market. 

—The weakness is also with regard to individual society buying on ad-hoc basis; 
members' personal interest and lack of marketing expertise in the field of consumer 
cooperative marketing. They suffer from lack of finances and financial manage­
ment. Sometimes, they keep their capital idle and do not buy when the season is 
on, or when the prices are competitive. ' 
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11. Many stpps have already been taken for speedy growth of the cooperative market-
ing societies such as : 

—Vested interests and several tiers in the cooperative marketing are gradually being 
eliminated. 

—Cpoperative marketing societies are being assisted to build up strong share capital 
of their own to carry on their transactions successfully. Margin money is being 
provided. More share money from their members and assistance from other insti­
tutions is extended because it is felt that due to poor working capital, many primary 
cooperative societies have become unviable units. Marketing society should 
naturally have a minimum turnover to be a viable unit and to be effective. 

—Closer contacts with the consumer and the producer societies are established. 
Consumers cooperatives serve as outlets for cooperative marketing societies and the 
transactions are in mutual interest of the consumer and the producer. 

—Storage capacities are being created for cooperative marketing societies. More 
godowns and cold storages are being constructed to cope with growing need with 
the help of State and Central Warehousing Corporations. 

—For eflBcient functioning of cooperative marketing societies, it has been emphasised 
that Directors of these societies should lay down broad policies and principles. They 
should refrain from interfering in day-today purchases of the society. The professional 
managers are being made responsible for successful operations of the society within 
'the guidelines given and member education programmes are being intensified. 

—Effective links between credit and marketing societies are being established as this 
will solve major problems with regard to finance and other allied diflBculties. With 
the help of adequate credit facilities, it will be possible to make outright purchases. 
Thus, there will be manifold increase in the turnover of marketing societies. 

—The National Cooperative Development Corporation has introduced a scheme for 
providing financial assistance to National Agricultural Cooperative Marketing 
Federation and other higher level Marketing Cooperatives to enable them to create 
'Agricultural Commodities Price Fluctuation Fund' to insure against possible losses 
on outright purchases because of fluctuations in the market price of agricultural 
commodities. 

—For the successful functioning of cooperative marketing societies; trained experien­
ced managers and field staff are being recruited in larger numbers. On-the-job and 
specialised training programmes are being conducted for the benefit of managers at 
all levels. The Managers on deputation who have good knowledge in administration 
but lack business initiative or commercial experience are gradually being replaced 
by professional managers and cooperative service cadres are being created. 

Coordiaation in Cooperative Marketing 

12. National Agricuitural Cooperative Marketing Federation—an apex organisation 
of cooperative marketing societies at a national level and National Cooperative Consumers' 
Federation—an apex organisation of consumer cooperatives at the national level are streng-
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theoing the infra-structur« an4 stresmliQipg the fiinctjoos of eopperativf ra^rketipg sopief)e$. 
In the light of our new 20<Poiqt Economic Programotc, the rei;popsibilj||y of apeĵ  organisa­
tions has substantially increased in case of procurement of agricultural produce, distribution 
of fertilisers, insecticides and pesticides and other agricuUura) inputs as well as consumer 
goods of mass consumption. The entire distribution system is being geared up and service 
is being rendered to reduce distribution cost, National Agricultural Cooperative Marlceting 
Federation and National Cooperative Consumers' Federation are mutually evolving policies 
so that larger transactions take place between the cooperatives of two kinds to their mutual 
benefit and ultimately to the benefit of the consumer and the producer eliminating middlemen. 

13. Members are being properly educated and told about the cooperative principles 
and made known that even the profits earned by the cooperative societies are ultimately 
ploughed back to the members by way of purchase rebate/dividend etc. 

14. New Economic Programme also lay special stress on liquidation of rural indeb­
tedness and provision of land to landless labourers. For this purpose, credit and consumer 
cooperatives are being strengthened so as to help the small farmers in providing credit for 
purchase of improved varieties of seeds, fertilisers and other agricultural inputs. Rural 
indebtedness is being reduced. Banks are being opened in larger numbers to render market­
ing credit in rural areas. 

15. Recently, steps have been taken to set up managerial cadres recruiting manage­
ment trainees, construction of regional werehouses, processing units and arrangemeaits for 
supply of adequate credit which should go a long way in strengthening cooperative marketing 
and consumer cooperative structure. The question is—are they adequate to meet the serging 
needs of the time—but the steps are in the right direction. 

16. The cooperative marketing operations will have to be done from a service angle 
utilising Modern Management practices by Professional Managers for efiTective marketing. 
Modern scientific and technological advances already used in this field including use of com­
mercial intelligence and informatioji services will have to be adopted. The consumer 
Stores, Super Markets, Wholesale and Retail Stores have tremendous power and infra­
structure. They can get their requirements jointly through pooled purchases. The advan­
tages that occur to them could be passed on to the consumer in terms of reduced prices, 
rebates, timely services, home deliveries etc. .: 

Conflicts 

17. It may be mentioned that the field of Consumer Cooperative Marketing is a 
developing one and would need special attention. There would always remain conflicting 
interests because the producer cooperatives would ask for higher prices to protect the interests 
of their members. Processing cooperatives would like to buy consumer goods at cheaper 
rates and sale at higher rates to the consumer cooperative societies. On the contrary, the 
consumer cooperatives would like to buy the commodities at a cheaper price, so that the 
interests of their on members are protected. There will be another conflict with the private 
trade as the cooperatives are accountable and could not use all the mechanism available to 
the private trade. The cooperatives have primarily a service motive and could not indulge 
into profit making and exploitation. They would, however, need profit to build up the 
marketing structure for cooperative development. The social profit is for social good. There 
is another conflict as to the aspect of government aid being taken by the cooperatives and, 
if so, at what stages without sacrificing its autonomy. Can coops, stand on its own legs 
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from its early start? A scheme has been formulated for linking of the activities of consumer 
societies with those of cooperative marketing and processing societies with a view to balanc­
ing the interests of the producers and the consumers. The scheme envisages closer relation­
ship between different kinds of cooperative societies; representation on each other's manage­
ment, and effective coordination between their activities to their mutual benefits. It has 
been stressed that consumer cooperatives should procure their requirements first through 
sister cooperatives of producers. This scheme will help in reducing the conflicts within the 
cooperative movement and promote the cause of serving the society as a whole. 

18. State participation in the Cooperative Marketing Movement need not cause any 
conflict between the State and Cooperative Movement, where both are wedded to the ideals 
of democracy and motivated by the desire to promote the welfare of the people. Each has a 
complementary role to play, and the common objective of the good of the people, pursued 
with mutual understanding and consideration, becomes easier of attainment. Cooperative 
marketing is not a charity but is a service. Its performance will be judged on its eiBciency 
and effectiveness and how economically it serves its members. 

19. Among confljcts, a via-media Will have to be found because even cooperatives 
would have to function within the over-all frame-work of national policy and parameters and 
cannot be effective otherwise. The field of cooperative consumer marketing is new and 
challenging and offers many solutions as it raises many problems and conflicts. There is no 
doubt, however, that the cooperative marketing could make a big success even in the field of 
comsumer commodities besides agricultural commodities, if they are run by professional 
managers, using the modern technology and information and running it effectively and 
efSciently with service as a motto within the cooperative principles. The outstanding 
examples are provided by Cooperative dairies, ginneries and Sugar Mills. 

National Cooperative Consamers' Federation—Structure 

20. The cooperative structure in the field of consumer cooperatives has a base and 
potentiality with its own eight branches and affiliated State Federations which form a distri­
bution net work all over the country with 14 State Federations as its members; 400 wholesale 
consumer societies, 2,050 branches; 130 Department Stores and 13,000 primary consumer 
societies together with 4.4 million families as its members. Perhaps, no other agency could 
have such a gigantic set up on countrywide basis. If consumer collective bargaining power 
obtained through such an infra-structure, is utilised well in the field on marketing, it could 
have all the advantages of bulk buying, storage and processing and supplying the same at 
reasonable prices to its members and others. 

21. The future is bright and if handled well it will bring tremendous relief to the con­
sumer. The middleman who takes away cream of the profit both from the consumer and the 
producer could be reduced, if not altogether eliminated. This could only be done by real 
good cooperative efforts and by competant managers. The consumer must be convinced 
that he is protected and he is getting the goods at the right time of right quality at fairly 
reasonable price. If the consumer confidence is maintained, there is no doubt that the 
Cooperative Marketing in consumer goods can be an effective instrument of socio-economic 
revolution bringing considerable relief to the consumer—to which sector we all belong. 
Everyone is a consumer, irrespective of his place, occupation, age, sex, colour or creed. 
The key-pin of all this is a coopcHative manager—efQcient and effective manager—who can 
deliver the goods and therefore the central theme is "Cooperative Management". 

8 
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In the past years, particularly, after the 1950s, many newer 

techniques and concepts in marketing have developed. Among others the 

topics Concerning marketing plahning and strategies have been seriously 

stucJldtl Such words as marketing system and quantitatives techniques 

in marketing have become very popular in these days. 

In contrast to siich popular areas in the study of marketing, 

marketing control is one of the few areas, where marketing practitioners 

paid relatively less attention. The study of marketing control seems to 

remain as one of the few neglected area in the study of marketing. 

This paper is an attempt (l) to discuss the meaning and the 

scope of Control in generalj (2) to evaluate prevailing control techniques 

which are practiced widely in business (3) to present an effective î. 

Control system to be en̂ iloyed in a marketing division^ and (4) to present 

some useful idea in divising standard or a basis of control in markotir^ 

operations. 

Meaning and scope of marketing controli 

Haxxy practitioners do define control as a process of measuring 

progress, comparing it with plans and providing corrective action to 

achieve better results toward a given objective. Some do define control 

as a synonym of direction, implementation, or even management. Still 

some others define control as a self-regulating process which plays the role 

of detecting changes of environment, making necessary adjustments and 

holding behaviour within desired limits. Each has certain merits to help 

understand the nature of control activities in marketing. 

The Control involves the activities and pisocesses vihich undertake 

the task of adjustiî g current operations to achieve predetermined standards 

or goals. Also, it involves performance evaluation and other activities 

which eventually lead to intCLuence in future marketing policy and strategy. 
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Marketing G«ntrol 

This Concept eaiphasises the dynamic nature of control function of 

business organisation, so that the scope of control should itot be limited 

to "ex-post» type of performance evaluation., Rather, i t must include self-

regulatory mechani-sm or automatic control process which would provide 

instantaneous corrective actions to assure given performance standards and 

goals. Therefore, marketing control deal basically with t w type of 

management control for top marketing management and operatiotial control 

for middle marketing management. This distinction i s made by the nature 
of management and by the function performed in each level of management. 

# , • _ • • 

Review of prevailing marketing control techniqiiss : 

In the past most of the existing marlseting conceptions assumed sales 

as marketing control. Moreover, i t i s merely sales analysis or sales 

ejqiense analysis. Therefore, there was vir tual ly no marketing control 

which has a dynamism and covers a l l phases of marketing ac t iv i t i e s . 

As to sales analysis most marketing managers used sales as a 

good indicator of their performance. For further analysis sales are often 

classified by terr i tory, by product, and by customer group. I t may be true 

that sales analysis provides reasonably good estimates as to who, vdiat, vdiere, 

and 330w the company sold i t s products during a given period. However, the 

analysis has a few c r i t i ca l drawbacks. F i r s t , a detai l analysis miay not 

be available until some extended time elapsed for data correction, hence 

i t would not effectively serve to take instantaneous coirectivB measures. 

Second, sales data represent "to identify the degree of individual 

departmen,tal Contribution in marketing division. 

To find the profi tabil i ty-of sales usually a marketing division 

undertakes a marketing and or distribution costs analysis. As an 

advanced form of marketing cost analysis often "functional cost analysis" i s 

employed. Marketing eyspezxses are reclassified"by the functions in which the 

esgpenses incurred, so -Uiat the resul t of operations may be coinpared directly 

with the budget figures in which the allocation was coiis>leted by th© 

func-tion of marketing ac t iv i t i es . 

Due to the nature of the analysis as "ex-post" sales e:iqpenses analysis, 

the uses of i t are limited to e:^ense control rather than marketing control. 
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The siialysis i s too detai led to be used for performance evaluation of an 

individual department i n a marketing d iv is ion . Moreover, the analysis i s not 

appropriate for instantaneous control even i n a sales department. I t merely 

serves to check how much e:!5)enses incurred i n se l l ing af ter some 

exterded time of operation. 

With such l imi ta t ion of the uses and values of sales analysis and sales 

Costs ana lys i s , some other effect ive way must be developed to control 

marketing a c t i v i t i e s . 

Marketing Control System: 

To be effective control system of a marketing divis ion i t must be •• 

Composed of multiple sub-control systems. 

Marketing control system for top management must be d i f f e ren t from 

the one for middle management. This means t h a t each sub-system must develop 

a se t of control po in t s which al-e con^osed of key fac tors r e l a t i n g the 

separate marketing functions to tlic t o t a l marketing system. Hence, using 

the de f in i t ion of s igni f icant deviat ion for each control po in t , marketing 

managers must i n i t i a t e necessary correct ive ac t ion . 

Marketing control for top management i s re la ted mainly to performance 

evaluation of marketing departments, and the ef fec ts of cont ro l decis ions 

may be l e f t for some time in the fu ture . To them speed of information i n 

terms of hours and days i s p r a c t i c a l l y never v i t a l . On the other hand for 

middle management the task of control i s c losely re la ted to cur ren t 

operat ions . Therefore, instantaneous information on da i ly operat ions i s 

highly des i rable to correc t the course of cur ren t a c t i v i t i e s . 

In the p a s t top management tecded to care l e s s about the 

establishment of an effect ive control system. In view of apparent 

necess i ty of es tabl ishing an effect ive marketing coJQtrol system for 

the top management, systematic arrangement of the control process and 

Control p o i n t s must be developed. The major areas of control to be 

covered by the top management are l i s t e d as follows : 

1. Marketing control t ha t i s re la ted to performance evaluat ion 

(a) Evaluation of marketing object ives and p o l i c i e s 

(b) Evaluation of r e tu rn on investment and p r o f i t a b i l i t y 

(c) Evaluation of sales 
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(d) Evaluation of market sharo 
(e) EJvaluation of market research 

(f) Evaluation of marketing (mix) strategies 

2, Control that i s related to the examination of a marketing control 
system. 

(a) Examination of prevailing assuD$)tions on marketing and market 

(b) Examination of marketing planning process 

(c) Examination of marketing control standards 
(d) Examination of the implementation process of marketing •= 

operations. 

For middle management pronpt feed-back of infonnation and taking 

necessary corrective actions are c r i t i ca l factors for effective marketing 

Control. As a prominent feature of operational control detai l points are 

established to detect significant deviations as soon as possible. These are 

rvaes or standards vhich are devised to prescribe the action that leads to • 

the most efficient and effective ways under a given set of circumstances. 

Under th i s arrangement the personal judgement of managers i s kept a t a 

minimum, so that he i s able to exercise minor adjustment of specified 

ac t iv i t i es . 

In addition to this self-adjusting system in marketing control i t 

presents coordinative control qrstem among marketing departments. Tlie 

primary purpose of establishing th is control system i s to check current 

operation by other interrelated departments, to exchange information 

among departments, and to take necessary corrective action by r e^ec t ive 

departments during a oiHrroot period. Because of the need of such a 

cross-checking system, in most large organizations ê ĉh departmental 

manager inevitably spends a large portion of his time interacting 

with other managers and -tiirough such la te ra l relationship proc^it remedies 

in each operational department will be made. 

With these three sub-systems of marketing control i t i s ej^jected 

to achieve an effective control function of marketing as a whole. Since each 

•'•a'- . , 
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subsystem i s designed to exercise a unique function of con t ro l , by-

clear understandii]ig of •the tasks and appropriate by having proced*ral 

arrangements the system vrould become a useful tool for marketing cont ro l . 

Set t ing Control Standards: 

The foregoing discussion presented suf f ic ien t evidence of the 

importance of es tabl ishing standards as the bas i s of control and measuring 

performance^ Standards are nothing b.ut a t t a inab le goals under normal 

circumstancesj so tha t as long as an organizat ion attempts to s e t goals 

to be achieved, standards must be provided as con^jonents of con t ro l . 

Ifevertheless, the se lect ion and development of sound standards of marketing 

operations -would be one of a few c r i t i c a l phases of marketing controlj,^ 

p a r t i c u l a r l y , because to a la rge extent marketing control i s r a the r a 

d i f f i c u l t area to quantify actual performance in to a meaningful bas i s of 

evaluation. 

According to the type of standards to be established for marketing 

control , i t may be divided in to three categor ics i ( l ) se t t ing c r i t i c a l po in t s 

as standards to i n i t i a t e necessary adjustment for middle managanent, (2) se t t ing 

c r i t i c a l po in t s as the bas i s of performance evaluat ion for top management, 

and (3) s e t t i ng the bas i s of designing control process to check planning 

and control process i t s e l f . 

S t a t i s t i c a l techniques have become a useful too l of se t t ing control 

standards. The control char t has found i t s wide uses for performance evaluat ion. 

By se t t ing control l i m i t a manager would be e a s i l y a le r ted to take necessary 

iactLon whenever the ac tual performance exceeds from control l i m i t . 

The construct ion of marketing models has become very promising too l 

of marketing cont ro l . Several models have been proposed pr imar i ly for 

decis ion making i n the domain of marketing planning^ Multiple factor-breakeven 

model, t o t a l simulation model, sa les e f fo r t models t h a t deal with 

adver t i s ing , personal s e l l i ng , merchandising, e t c . , have been developed 

to be a bas i s of control a t respect ive po in t . I t i s d i f f i c u l t to say t h a t 

these models are ready to be i n use of marketing control e i the r a t top or 

middle management, l e t , with systematic f i e ld e::5)eriments and with the 

appl ica t ion of s t a t i s t i c a l analys is of re la ted market va r i ab le s , the design of 

model under va r i e ty of condit ion, would, to c e r t a i n ex ten t , become f e a s i b l e . 
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Conclusions; 

The discussion has been raade to show the dynamisa of marketing control 

and the necess i ty of having effective marketing control system i n an organisa-

- t i o n . Depending on the l eve l of management and nature of the task t o 

be performed the type of control must be d i f ferencia ted . That i s , for 

top management control must be a nature of management control , which i s 

re la ted pr imar i ly to evaluate performance and to formulate marketing pol icy 

and s t ra tegy. •-• ""• 

For middle management control must be a nature of operat ional cont ro l , 

which re la ted pr imari ly to adjust current operat ion whenever deviat ion occurs. 

In addit ion to these sub-control systems there i s increasing necess i ty of 

es tabl ishing coordinating control system among in te r re la t ed departments. 

This system can be ef fec t ive ly used to check and assure ove r -a l l e f fec t of 

an individual operat ion. 

To assure effect iveness of control i t s standards must be developed. 

As the appropriate standards or bas is of control s t a t i s t i c a l techniques and 

model building have provided an valuable i n s i g h t to develop an in t eg ra t ive 

marketing control system of widely varying content . 

gs.28X75 
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FISHERIES COOPEMTIVES MNAGMEHT 

IN KOREA 

I , F i s h e r i e s Coopera t i res i n Korea 

I , H i s t o r y 

The Cen t r a l Federa t ion of F i she r i e s Cooperat ives was 

e s t a b l i s h e d on Apr i l 1 , 1962 under t h e p r o v i s i o n s of F i s h e r i e s 

Cooperat ives Law promulgated on January 20, I962 as Law No. 1013. 
i 

However, the h i s to ry of f i sher ies cooperatives i s quite long 

in the process of reviewing the establishment and t r a n s t i t i o n 

of the now defunct f isheries organizations, the predecessor of 

the present f i sher ies cooperatives. 

The pathfinder of the modern f isheries cooperatives in 

Korea was the f i sher ies organizaticai established by the 

fishermen engaged in the se t t ing net fishing and seaweed 

collecting residing in the southern island areas of Koje and 

Hansan. The said organization has developed in to many shapes , 

a f te r many changes, going with the current of the times and 

improvement of t he f isher ies industry. The Central Federation 

of Fisheries Cooperatives was established af ter much •:' " ' 

complications. 

- 3 -



2. Role and Function 

The role of the Fisheries Cooperatives in Korea is ; 

characterized by the promotion of the economic and social •*'' 

status of the fishermen, strengthening the cooperative 

organization of the fishermen and the manufacturers of fisheries 

products and the increase in fisheries production for the 

purpose of ensuring the balanced development of national 

Qoonomy, 

To pprform, the fundamental duties, the Fisheries 

Cooperatives in Korea initiates the following 20-odd projects 

in "the fields' of five categori-es, such as Guidance, Assistance 

•an Prod-uction, Assistance in Marketing, Assistence in Funds, 

and Assistance'in -̂ afe fishing: Operation. 

'. A* Guidance 

The guidance service octended by the Fisheries 

Cooperatives, the most importa.nt business of the projects 

operated by the Fisheries Cooperatives contribute much t o the 

f isher ies productivi ty by means of extending the guidance 

closely related to management to material ize the cooperative 

idea and increase the earnings of the fishermen through 

improvement of t h e i r social pa r t i c ipa t ion . The project 

includes education "and t r a i n i n g , management guidance, research 

- L -. 
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and s tud ies , public information, e t c . The construction service 

of new fishing conmunities ainied at increasing t h e earnings 

of the fishermen i s at present given p r i o r i t y . 

B, Assistance in Production 

The a c t i v i t i e s of assis tance in production are divided 

into purchasing of equipment and materialf needed for production 

and u t i l i z a t i on and processing and the obiects l i e in t imely 

purchase of the materials of f i sher ies production and supply i 

the fishermen with them at low cost to c u r t a i l t he f i sher ies 

production expenses and u t i l i z a t i b n of technique an̂ ^ the 

f a c i l i t i e s t o imprerve the f isher ies product ivi ty . 

The Procurement Service i s characterized by purchase and 

supply of tax-free fuel o i l necessary to f ishing operation, 

fishing ne t s , ropes, bamboos, e t c . and extended t o purchase 

supply of the subsistence commodities on a gradual b a s i s . 

The Uti l izat ion and Processing Service consis ts .of the 

operation of the f a c i l i t i e s - o f i ce and refr igerant manufacturing 

for the purpose of maintaining freshness of the f i sh , and 

storage as well as operation of u t i l i z a t i o n f a c i l i t i e s . Due 

t o the active u t i l i z a t i o n of the fishermen, the sphere of the 

services of Procurement and Ut i l iza t ion and Processing i s 

expanded gradually. -. 

- 5 - " " ' - . 



C. Assistance in Circulati6n 

The a c t i v i t i e s of ass is tance in c i rcula t ion l i e in 

contributing t o development of the f isheries productivity and 

protection of the fishermen*s in t e res t s through promotion of 

c i rculat ion of the f isher ies products by means of the favorable 

pr ice fixing for the fishermen of the f ish, na tura l landing of 

fish caught, evaluation of value, and smoothly implementing 

the functio'n of dispersion. The-cafci^^Drles are dlrlded^lnto 

Common Procurement Service, the lajrgest business done by the 

Fisheries Cooperatives, Mil i tary Supply Service, Fisheries 

Products Export, and Fisheries Products Savings Service for 

emergency. The Price Sustaining Project i n i t i a t e d beginning 

1975 in Korea i s c h a r a c t e r i s t i c . 

D, ,'> s slstanc e -In Fund s 

The a c t i v i t i e s of assis tance in funds l i e in the timely 

supplv of funds necessary t o the production a c t i v i t i e s to . 

enhance the production efficiency and contribute t o the 

effective u t i l i z a t i o n of the funds a f te r absorbing the i d l e 

funds in to savings of the f ishing communities. 

- ^ -



The Funds Assistance Service consists of loan, 

savings, domestic exchange and f oreiga^ loan. The Fisheries 

Cooperatives, with concerted e f fo r t s , and a l l organizations 

united together, strongly i n i t i a t e the "One Tri l l ion Savings 

Caiapalga" to a t t a i n the go^l of one t r i l l i o n won savings 

campaign of the farming and fishing communities in order to 

secure the necessary economic resources for smooth supply of 

f i sher ies management funds needed for the fishermen's production 

a c t i v i t i e s , 

E. Assistance in Safe Fishing Operation 

As the most of the f i sher ies production a c t i v i t i e s 

are performed on the sea, the r e s t r i c t i on of surroundings and 

danger are inevi table . Such being the case, the Safe Fishing 

Operation Service i s the most important public work done by the 

Fisheries Cooperatives in tha t the unexpected d i sas te r in f l ic ted 

on the l i ves and property of the fishermen should be prevented 

and the losses therefrom must be cOTipensated in orrier t ha t the 

fishermen may devote thonselves to fishing a c t i v i t i e s . At 

present , the th ree major projects of Mutual Ins^urarrc© Service, 

Fisheries Communications, and Fishing Guidance Service are in 

operat ion. As a l ink in the chain of irestoration service^' two 

(2) mobile hospi ta l ships are operated t o extend medical treatment 

free of 
- 7 -
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charge to neglected fishermen on remote and deserted islands 

without the i r jnedical f a c i l i t i e s . 

3 . Organization 

Ihe Fisheries Cooperatives in Korea consist of 86 

Fisheries Cooperatives, 2 Fishery Manufacturer's Cooperatives 

?nd the Central Federation of Fisher ies Cooperatives. Ihe 

f i sher ies cooperative consist of 71 Regional Cooperatives and -

15 Business-t3rpe Cooperatives. The regional cooperatives i s 

the regional cooperative body composed of the fishermen 

residing in the fixed area ^nd i t i s located a t the d i s t r i c t 

along the coast and uniauely functions the backbone of the 

Fisheries Cooper-'^tives in Koren. The business-type cooperatives 

are composed of the fishermen engaged in the specif ic f i sher ies 

a c t i v i t i e s . Ihe Central Federation of Fisheries CoopeT^atives 

i s tne central cooperative body composed of Fisheries Coopera­

t ives and Fishery Manufacturer's Cooperatives of inhich members 

are the f ishery manufacturers. Ihe reason of establishing the 

central cooperative body combining the respect ive cooperative 

.,bodies i s because the individual cooperative body i s unable 

• to perform i t s dut ies smoothly because the business sphere i s 

'very l imited, and i t i s natural tha t organizing the central 

~ P; -



cooperative body i s to successfully and favorably perform the 

duties of cooperative a c t i v i t i e s by expanding the business 

quantity. The Central Federation of Fisheries Cooperatives hag 

the provincial branches in 8 major c i t i e s for the purpose of 

guidance and control of the member cooperatives and coordina­

tion of business between the cooperatives. 

The number of members of the Fisheries Cooperatives and 

the Fishery Manufacturer's Cooperatives reach 127, 807 persons 

as of 1975. In pa r t i cu la r , the Regional Cooperatives have 

the fishing v i l l age "Kye" ander the i r command which occupy 

the na tura l v i l l age as t he i r fishing d i s t r i c t s . The fishing 

vi l lage "Kyes" are in f u l l svjing as the foremost front organi­

zations aimed a t promoting construction of New Fishing Communi­

t i e s and the number of the fishing v i l lage "Kyes" reach 1,641. 

The Fisheries Cooperatives in Korea has the Deliberate 

Organ and the Executive Organ as a corporation. The supreme 

del iberate organ -of the f i she r i e s cooperatives i s the general 

meeting, and the deliberate organ in terms of execution i s 

the board of d i rec to r s . The president of the f i sher ies coope­

ra t ives acts as the executive and representat ive organ, &nd 

the auditor acts as the supervisoy organ. In the matter of 

- f -
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managing the organs of the Fisheries Cooperatives in Korea, the 

voting right of the individual cooperative member i s equal 

according to the pr incip le of the cooperative body, and each 

member has only one (1) voting r ight despite the sum of money 

invested by him/her. 

4 . Major Act iv i t ies in 1974 

The Central Federation of Fisheries Cooperatives se t up 

the major operation guidel ines in 1974 aimed a t improvement 

of f isheries products c i rcu la t ion , increase in the earnings 

of fishermen, increase of fishermen's savings and ra t iona l i za ­

t ion of f i sher ies funds, and t r i e d to a t ta in the goals of 

management efficiency, expansion of res tora t ion service for 

the fishermen, and maintenance of f i sher ies funds system. 

The scale of the t o t a l fund supplied and demanded did 

reach 55,731 million won as of the end of 1974, an increase 

of 11,59S million won compared with the previous year, and in 

terms of the consolidated earnings and expenses 87 million won 

appeared as the surplus. The t o t a l scale of funds executed 

for business in 1974 amounts to 1,074 hundred million won, an 

increase of 306 hundred mill ion won compared with the sum of 

768 hundred million won l a s t year. 

- 10 -
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The major r e s u l t s emerged from the projects completed in 

1974 are as follows: F i r s t , the a l l -ou t efforts were made 

toward the establishment of c i v i l service system for the 

fishermen, and a l lev ia t ion of fishermen's burden through c u r t a i l ­

ment of the f i she r i e s production coat. The t ra in ing center 

was newly set up as a education and t raining organization in 

order to intensify the education and t ra ining. The res torat ion 

service was expanded and 22,600 persons were given free medical 

treatment by operating the mobile hospital ship to remote and 

deserted islands without medical f a c i l i t i e s . The mobile repair 

vehicle of inshore fishing vesse ls ' radio communications was 

operated and the devices of radio communications were repaired 

free of charge for the fishermen. The systematic purchase of 

1.4 million D/M of tax-free fuel o i l , the major necessary 

f i sher ies production material, f ishing nets and ropes was 

conducted for the purpose of curtailment of the f i she r i e s 

expenses. The loan and overdue in t e re s t s as well as the other 

allotment were exempted for the poor fishermen and d e s t i t u t e 

f i she r i e s cooperatives. 

Second, the nationwide fishing v i l lage leaders reaching 

335 were educated and trained for the purpose of securing the 
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leaders of superior qual i ty , the fundamental elements of cons­

t ruct ing the new fishing communities^ and the t rained personnel 

exclusively devoted to constructing the new fishing communities 

were assigned to the front fishing communities to ass i s t in 

constructing the new fishing communities. The t o t a l sum of 

366 million won was invested to 152 fishing vi l lage "Kyes" 

for the purpose of promoting emphatically the earning business 

by means of cooperative work through mult ipl icat ion and c u l t i - . 

vation and 12 side l ine s i t e s were constructed as a resu l t of 

encouraging the side job in order to increase the f i sher ies 

earnings. 

Third, the f i sher ies furids system was maintained. To 

quickly a t t a in the goal of Qie Tri l l ion Won Savings Drive, the 

q l l - "u t str iven endeavor vras concentrated to the continued 

savings boom, nnd as a resul t 142 hundred million won was 

secured. The Reciprocal Finance Service was opened for the 

67 m.ember fishery cooperatives, and they were made enable to 

u t i l i z e the deposited money t o t a l l i n g to 1,279 mi l l i a i won 

between the member cooperatives. The shops were increased for 

the purpose of expanding the business of savings and exchange. 

The banking i n s t i t u t i o n s of savings reach 54, and the f a c i l i t i e s 

of exchange t o t a l s to 43"at the end of 1974. 
- 12 -
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I I . F i s h e r i e s Cooperatives Management 

1 . Personnel Management 

A. Snployment and Appointment 

(1) Examination for Service 

The personnel shall take examinations for service, 

the prerequisite for employment. Tlie said examinations, 

divided into the regular examination to recruit personnel and 

the special examination to man the personnel in particular, 

are comprised of the written examination and the personal 

interview to which the successful applicants are subject, 

(2) Education and Training 

When the personnel is recruited, he shall receive 

the training and learn the business routine for more than 3 

months. During the period, the newly employed personnel comes 

to acquire the attainments required for the personnel of the 

Fisheries Cooperatives and the preliminary knowledge necessary 

to the performance of the various kinds of routine business. 

The personnel is subject to the diversified training and educa­

tion when and if necessary for the individual business in 

charge and promotion, etc. even after being assigned to the 

practical business resulted from the 3-nionth training and 
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learning of the business routine. As the contents of the prac­

tical business compared with the scale of the organization are 

extensive, the importance of the training and education conduc­

ted by the Fisheries Cooperatives is vital and more emphasized 

compared with the other organizations. 

(3) Promotion and Evaluation of Service 

The personnel shall be promoted annually according 

to the fixed service period or the service record. The promo­

tion . is determined by the service record, the rule of seniority, 

education and training, and the ranking based on the ability 

and the actual results. The service record is evaluated by 

the senior of the subject personnel in accordance with the 

results, discernment, ability to perform duties, status of 

service, suitability in the course of implementing the official 

duties assigned to the personnel during the specific period, 

and evaluation standards stipulated concerning the necessary 

elements for performing the assigned duties.. The above mentioned 

service record is the nucleus of the personnel management, 

and the utmost efforts are extended to evaluate and manage the 

service record fairly and inpartially. 
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(4) Guarantee of Status 

The personnel shal l not be relieved of his /her 

post without the sentence of penalty, discipl inary punishment, 

or specific reason. When the personnel reaches the age l imit 

fixed in advance^ he/she sha l l be automatically relieved. 

Ihe personnel shal l be suspended from office temporarily in 

the event of h is /her physical disorder or for personal reasons. 

The personnel suspended from office sha l l be re ins ta ted in 

the service unless othen^jise provided. Tne system of s ta tus 

guarantee i s aimed a t the concentration of the personnel 's 

energies on the individual d u t i e s , and th i s i s very important 

together with the matter of welfare of the personnel. 

B. Appointment of Cooperative Staff 

The President of Central Federation of Fisheries 

Cooperatives appoints the executive d i rec to r of the member 

cooperatives which i s the auxi l iary organ of the president of 

the member cooperative. The personnel of each cooperative i s 

appointed by the president of the cooperative out.of the 

successful applicants who have passed the examination for 

service conducted by the Central Federation of Fisheries 

Cooperatives. In t h i s matter, the se l f - regula t ion i s levied 

on the member cooperatives. 
- 15 -
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2. Financial Management 

A. Fund Raising 

The sufficient supply of funds i s urgently needed in 

order to smoothly perform the functions of protection and 

service for the cooperative members. The major f inancial 

resources of the Fisher ies Cooperatives are divided into the 

own fiinds such as the money invested, surplus money, e t c . and 

borrowed funds such as the government loan, bank loan and 

deposits. The fact that the borrowings such as government 

loan, e t c . out of the various kinds of funds required for the 

business of the Fisher ies Cooperatives a t present are given 

much more weight acts as the major reason for hinder the 

self-regulat ion of the Fisheries Cooperatives in Korea. 

The scale of funds for the credi t business conducted by the 

Central Federation of Fisher ies Cooperatives in 1974 shows the 

following data . The t o t a l sum of the credi t business reaches 

45,657 million won, and the composition r a t io of the ftmds 

comprised of the own funds and deposits amounts to 3(>%, and 

the borrowings such as government loan, other loan, e t c . 

occupies Sk.%. 
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B. Operation of Funds 

Ihe operation of funds i s aimed a t conducting the 

l imi t management system accoring to division into the business-

type within the range of the raised funds. The t o t a l scale of 

the funds operated in 1974 by the Central Federation of 

Fisheries Cooperatives reaches 40,519 mill ion won, and the 

loaned money out of the t o t a l funds amounts t o 32,35S million 

won and i t occupies B0%. The compostition ra t io of the loaned 

money given t o the fishermen i s divided into Operation Fund and 

Fac i l i t i e s Fund which occupy almost f i f ty - f i f ty according to use. 

The loan business of the Fisheries Cooperatives i s characterized 

by the guided banking, compared with tha t of the other banking 

i n s t i t u t i o n s . The guided banking i s aimed at supporting the 

businessmen for t h e i r successful achievement of business 

through the continued guidance on the business in question in 

the course of conduction the loan. 

3 . Public Information and Publication 

A.. Introduction 

The a c t i v i t i e s of public information i n i t i a t e d by 

the Fisher ies Cooperatives in Korea l i e in enhancing the 

in te res t toward the f i sher ies industry for the purpose of • 
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the people 's par t ic ipat ion in the f i sher ies industry and induce­

ment of investmait. On the other hand, the a c t i v i t i e s include 

the P.R. aimed a t the increase in consumption of the f i she r i e s 

products. ]ji addition to the public and information a c t i v i t i e s 

to promote the mutual i n t e r e s t s of the fishermen by enhancing 

the u t i l i z a t i on frequency of the f i sher ies cooperatives, there 

exis t many kinds of a c t i v i t i e s such ^s the communication of 

the diversif ied information in order to support the f i sher ies 

production y^ctivities. 

B. Contents of Act ivi t ies 

(1) P.R. 

The public information a c t i v i t i e s for inducing the 

voluntary par t ic ipat ion in the New Fishing Communities Construc­

tion Business and the external a c t i v i t i e s for increasing the 

consumption of the f isher ies products are conducted continuously 

a l l the year round by means of various kinds of projects such 

as announcement of the press mater ia l , special advertisement 

program, manufacture of s l ides , monthly radio broadcasting, 

manufacture of T.V. and advertisement movies as well ^s showing 

movies. The t o t a l P.R. a c t i v i t i e s reached ^U2 times in terms 

of the external a c t i v i t i e s conducted in 1974. 
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(2) Publication 

The monthly publicat ions are divided in to three (3) 

categories - magazines such as "New Fishermen" to promote the 

fishermen's cul ture , "Monthly Research of the Fisheries Coopera­

t ives" acting as the research and survey a c t i v i t i e s , and "Overseas 

Fisheries Information" to promtly introduce for use the f i she r i e s 

information to the domestic fishermen such as the overseas 

f i sher ies production, c i rcu la t ion , f isher ies technique, e tc . 

The above publications are d is t r ibuted to the domestic f isher ies 

indus t r i a l world, domestic organizations of different c lasses , 

and the author i t ies concerned free of charge for the purpose of 

promoting the understanding for the f i sher ies indus t r i a l world, 

and externally the publication a c t i v i t i e s are aimed at contributing 

to the development of the f i she r i e s iridustry through circulat ion 

of the new knowledge and technique related to the f isher ies 

industry. 

4 . Marketing Management 

A. Sales System 

The f i sher ies products c i rcula ted ia Korea a r e transpor­

ted to the consuming areas through the Common Sales Market of • 

the Fisheries Cooperatives which function the Wfiolesale Market 
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of the producing area at the initial stage, and it is natural 

that the Common Sales Business conducted by the Fisheries 

Cooperatives in Korea pl°,ys an important role in the matter of 

the fisheries products circul=>tion. The common sales business 

of the fisheries cooperatives liesin performing simultaneously 

the three (3) major functions of transportation, evaluation 

and dispersion of the fisheries products scattered in the vast 

districts. The kinds of common sales are divided into Consign-

m-ont Sales, Collection Sales, etc. but the consignment sales 

is the most characteristic sales form. The vjhole quantity of 

consignment s^les reached S28 hundred million won with 9.4S 

million M/T sold in 1974. 

B. Sales Organizations 

To smoothly implement the duties of common sales 

business conducted by the Fisheries Cooperatives, the organiza­

tions such as the Sales Organization of the Fisheries Coopera­

tive itself functioning the fishing market as i-iell as the 

middlemen participating in auction conducted by the Fisheries 

Cooperative, the retailers who buy the fisheries products from 

the middlemen, and other affiliated merchants are urgently 

required. The category of the middlemen, the retailers, and 
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the a f f i l i a t ed merchants are not necessar i ly required for the 

organization of the sales business , but t h e i r existence i s a 

prerequisi te for the purpose of functioning the common sales 

business oonducted by the Fisheries Cooperative, 

C. Price Sustaining Service of Fisheries Products 

The Fisheries Cooperatives in Korea i n i t i a t ed the 

Price Sustaining Business of Fisheries Products for the purpose 

of protecting the fishermen from the decreasing income due to 

the dul l increase r^^tio of fish price despite the sharp r i se of 

the various materials affected by the inflat ion prevailed 

worldwide since 1973, and s tab i l iz ing the fishermen's incom.e 

by means of a l lev ia t ing the pr ice changes affected by the seaso­

nal fluctuation at the same time. I t i s charactf^a-ized by 

securing the lowest price of fish in circulat ion on a fixed 

level a f t e r choosing the f i rhes . The said business i s not yet 

in fu l l swing, but i t i s anticipated t ha t the system w i l l 

contribute to the s tab i l iza t ion of the f i sher ies products pricSs 

and increase in the fishermen's income on the gradual basis 

upon ra is ing the suff icient funds and experiences gained, and 

further contribute to the development of the f i she r i e s industry. 
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D. Marketing Information Service 

Ihe Fisher ies Cooperatives operate the radio communi­

cations network in order to secure the price equalization of 

the f i sher ies products on sale a t the f ishing markets across 

the country and guarantee the reasonable pr ices of f i sher ies 

products turned out by the f i she r i e s producers. The informa­

tion concerning the quanti ty of f ish gathered a t the fishing 

markets a l l over the r a t ion , and .fish prices are promptly 

obtained, and they are released on the a i r , in the papers and 

the other mass media. In addi t ion, the said information are 

delivered to the fishing vessels in, operation on the sea and 

fishing harbors. The monthly s i tua t ion of production, c i rcula­

t ion , and price are analyzed and the information concerning 

them ^re circMl^ted through the publications. 

5. Communication and Procedures 

As stated above, the backbone of the f i she r i e s cooperati­

ves i s the Regional Cooperative. The supreme del iberate organ 

of the regions^l cooperative i s the General Meeting. The general 

meeting i s comprised of 20 to 30 members ( representa t ives) 

elected by the members of the individual v i l lage un i t . The 

chairman of the general meeting i s the president of the 
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cooperative. The attendance of the majority of the represen­

t a t i ve s shal l be necessary for opening and the decision shal l 

be made by the majority present a t the meeting. The members 

of the cooperative sha l l have the equal voting r ight , franchise 

and e l i g i b i l i t y for election regardless of the money invested 

by the members. In the event of the Business-type Cooperative, 

i t may have the representat ives only Tnhen the members exceed 

100 persons, but the members are the consti tuents of the coope­

ra t ive for the most part . The director which i s the member of 

the board of d i rec tors acting as executive and del iberate organ 

of the cooperative in elected a t the general meeting. 
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EERSONÎ JEL lIAWA&EIvIENT-̂  

by 

2 
C« TliaxLapalasingan 

1, Paper presented at the Asian Conference on Cooperative Management 
held in Manila, Phi l ippines, Decenber 1 - 6 , 1975. 



317 

PERSON^EL MAMGEIViENr 

Allow me in the first place to thank the ICA and the Central 

Co-operative Ex, Inc. Manila for having given me this honour 

to speak to you today on the subject of "Personnel Management," 

Very basically, this means management of people at work. Until 

recently historians had very little to say about the experience 

of work, which occupies the major portion of most people's hours 

while they are awake. Until the modern era, hard and sustained 

physical work was necessary for survival. The saiying of the 

Bible 'In the sweat of they face shalt thou eat bread, till 

thou return unto the ground' - is held true for most people 

throughout history. The early Ĝ -geks regarded work as a curse. 

However, vjork is still indispensable for survival. But today 

there is a significant difference. With the coming of the in­

dustrial machine, work became less arduous and less physical. 

More important, the setting of work became more subject to hu­

man planning, and the rise of the trade union movement proved 

that the conditions could be improved without hurting produc­

tivity. 

With delegates from so many countries assembled here, the com-

pu3s ion to compare experiences in the field of personnel ma­

nagement cannot be resisted because in spite of close affini­

ties each of our situations is peculiar in the composition of 

our people, form of government and socio-economic structure and 

the economic and social targets we have set and have to meet 

in our individual national interests. 

Personnel Management in Malaysia can be said ta have begun in 

the early 1960's following the government's policy to launch 

an industrialisation programme for the country. The Govern­

ment invited foreign investors with capital to invest in the 

country to create employment opportunities and also created a 

climate conducive and attractive for foreign investment. With 

political stability in the country and with ah attractive in-
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vestment climate there was substantial foreign investment iA 

the country« To date it is significant to note that 60% of 

shareholding in Limited coiupanies in the country is in the 

hands of foreign investors <, Industrial development has been 

rapid and such developiiE nt was initially concentrated in the 

urban areas x'rhere infrastructure facilities were readily made 

available* V?ith the setting up of various industrial esta­

blishments both foreign and local, Malaysians v>?ere recruited 

in large numbers for employment in these industrial esta~ 

blishmentSo 

With large scale employment for local citizens in industrial 

establishments set up with foreign capital and foreign manage­

ment, the management of local personnel "WB.s an important poli­

cy that needed attention» The foreign investors initially 

brought with them managerial skills taken for granted in Wes­

tern Industrial Societies but ,\̂ rhich were unheard of in the 

context of Malaysie^n industrial development o Even industries 

set up by local capital were faced v<?ith the need to f ormu-

late personnel policies which were quite a novelty to the ma-

na gement which had been used to traditional family type busi­

ness concerns traditional to Asian societies and where the 

sole ov/ner or proprietor of the business or industry felt that 

he knew best xvhat x*;as good for the worker or employee* Per­

sonnel Management in Malaysia therefore became an important 

aspect of managerial function and is growing in importance 

as industrial development continues to progress year by year a,' 

Malaysia V7as not quite prepared to meet the problems of indus­

trialisation programme of the countrj^ and initially the manage' 

ment of personnel was a difficult task„. Foreign investors 

initially brought their ov̂ n personnel directors and or ma­

nagers from their own countries and these foreign trained 

specialists in personnel management found themselves in a 

situation quite different to x̂ yhat they had been used to. 

Another difficulty which confronted these foreign specialist 

with.sophisticated training in personnel management was the 
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multi racial coiuposition of the Malaysian population,. To 

make their task even more difficult personnel raaxiagers froir. 

foreign countries employed locally were confronted ivith the 

problem of recruiting the right type of worker for the right 

Jobo This was beccmse there v̂a.s not very iTexnj/ skilled per­

sonnel in the ICvbour rra rket Vfho could rerxdily fit into the 

industrial eGtabliEhivients or meet the requireinents of 'r,he em­

ployer s. With improved employi-nen;: opportunities there was-

a move among the workers to unionise thenselves and the per'=« 

sonnel manager had to be prepared to Kegoti.ate unionised de­

mands in connection with conditions and teriû  of Gi::.ployment p 

The Personnel Manager has to be up to date on the existing ; 

labour la v*;s in the country and also be well versed -jvith the 

policies of the Government o Particularly iriportanr to the 

Personnel Manager is requiretaont of the Governr';er,t of Malays 

sia -to ensure that the labour force .̂t all le-"els of employ­

ment in an industrial or̂  cocmiercial undertaking reflected the 

racial composition of the country nĉ mely Malaya, Chinese and 

Indians 0 In recruiting local people for employment it was 

not only skill e.nd the required qualifications for the job 

that had to be considered but whether'the racial composition 

of the work force is also reflected in the iecxi:j.t:i:ont c It 

is now not unco]x..mon to find large industrial and comroî rcial 

undertakings creating a personnel departirien-'c to deal v/ith the 

problems of personnel mancxgement peculiar to MeJ.ay3ia» In 

recruitraent hox̂ /ever the goner?,! policy on manpcx^er iTiaf,c.c;ieTnent 

in the private sector is that recruitment and selection shall 

provide adequ2.te quc.ntities of the right types of manpower»• 

In a developing country like Malaysia personnel managers face 

a heff.vy responsibility for emplo\;cc training and development o 

The lack of'trained manpox̂ jer in the labour iTiarket ' compels 

personnel manc.g-ers to formulate tr?.ining programmes for raw-

recruits „ Ma.ny employees J from operatii'es on the machines 

to operators in clerical sections -require snccicil educational 

preparation if they are to perform the jobs assigned 
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Tbus personnel managers face educational responsibilities at 

all levels in an organisation. These responsibilities are 

persistent in that new employees require training and emplo­

yees with Icng service need, additional training if they are 

to be advanced to more responsible levels of management. 

This is in the long terms interests of the organisations in 

view of the Malaysian Government's policy that Malaysians 

must eventually manage their own affairs. Thus training for 

promotion to greater responsibilities for Malaysians is now 

widely accepted by the private sector in Male.ysia and expres­

sions of this policy are manifested by the appointment of 

locally trained officers to man the personnel, supervisory and 

middle level management»- Large organisations in the private ' 

sector send their selected personnel for training in deve­

loped countries where they are thus exposed to modern trends 

in management ft In Malaysia personnel management policy in 

]a rge firms is to maintain a wide ra.nge of training and deve­

lopment programmes designed to help employees increase their 

knov/ledge and skills and qualify themselves for continued em­

ployment and advancement. 

The socio-eoonomic changes in Malaysia are a 1 so accelarating 

other adjustments in management attitudes towards workers. 

There is change in workers' and unions' attitude towards ma­

nagement/worker relationships, corresponding change in mana­

gerial attitudes towards social responsibility to workers and 

improvements in the style of management especially the deci­

sion-making and organisation structure aspects„ 

Today, management is being confronted V7ith a situation in 

which wDrkers are becoming increasingly vocal regarding their 

desire to participate in decision making at the shop-floor 

and operational levelso A recent random survey indicates that 

the preva.iling opinion among xfyorkGrs is that management should 

entrust Junior executives vjith authority to make operational 

decisions instead of being autocratics 
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To maintain effective indus,tria.l working relationships by re­

ducing the degree of alienation between workers and employers, 

the Government and some Union leaders have encouraged emplo­

yers to offer adequate equity participation to workers since 

this instills a sense of ownership in addition to the cash 

nexus of a. wage-earning employee. Thereby, it is expected 

that workers vrill come to regard themselves as more than a 

mere operational cog in the organisational V7heel<, It is too 

early to pass judgement on the extent of adoption of this ap­

proach or on the likely outcome. 

There is e.lso the changing role of the trade unions, Malaysia 

is fortunate to have responsiblej and relatively speaking, 

well organised trade unionso Many companies in the private 

sector do not desire to encourage participation by unions in 

decisions concerning promotion or dismissal of employees. 

These tend to.hold, with the exception of management in lar­

ger companies, the conservative view that tra.de unions are 

only concerned with the welfare of workers through the nego­

tiation of wage rates and on operating conditions, and that 

decisions influencing management policies are not within 

their domain« 

Malaysian trade unions have also a.ctively sought to diversify 

their role. For instance, the Malaysian Trades Union Congress 

(MTUC) together with the Government, is presently investiga- ' 

ting the possibilities of providing family planning services 

for workers in the factories in their attempt to fulfill / 

their responsibilities as a corpora.te citizen towards the na-

tional policy of population control. Further, a leading 

union, the National Union of Plante.tion Workers (NUPW) , also 

performs other rolesp In its own estate and industrial con­

cerns, the workers themselves perform managerial functions. 

The changing role of trade unions,is expected to force ma­

nagement to change its attitudes tov̂ ards relationships v/ith 

theriTe 

http://tra.de


322 

ACCM - CP - Malaysian 
Personnel Management 

6 

Many companies have been urged to initiate a Works Council 

to assist in the resolution of daily problems between the or­

ganisation and workers. This implies that management must 

change its attitudes to accept participation by employees in 

decision making* Trade unions have advocated industrial de­

mocracy but the a.ppropriate system for the Malaysian context 

is still unclear, and requires more research as the indige­

nous management practice in this country in the field of in-

dustria-l relations is still in the embryonic stage. One 

advantage of the situation is that the diversity of manage­

rial styles allows room for innovation and experiment. 

The practice of personnel manaigement in Malaysia is in the pro­

cess of transition from the traditional style Ito a more formal 

one. Attitudes are swinging from the old authoritarian prac­

tices towards consultation and participation but much remains 

to be achieved and this will require management to change its 

attitudes and organisational practices to incorporate new so­

cial functions. 

In Malaysia there can be no rigidity on the list of functions 

to be performed by the personnel department in an organisa­

tion and the responsibility in regard "to each. The practice 

varies with the size, condition and background of the indus­

try and in an industrially developing country like Malaysia 

the personnel department is concerned with functions like em-/ 

ployment, grievance matters and formulation <pf policy regard­

ing manpower requirements of the organisation, 

Perha?pŝ  the best way to outline the work ethic on the basis 

of the future trends in any given undertaking is -

that work should respect the worker's life and health; 

this is the problem of safety and healthiness in the 

workplace; 

. vf' • ; 
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•*-• that it should leave him free for rest and leisurej 

this is the question of hours of vjork and their adap­

tation to an improved pattern for life outside work; 

» it should enable him to serve society and achieve self-

fulfillment by developing his persona.l capacities; this 

is the problem of the content and organisation of work# 

It is in this context i.e. 'making work more human' that we 

have to examine the personnel policies of the undertaking and 

to contain a policy that would sa.tisfy the management, unions 

and workers. Therefore it is necessary for us to discuss the' 

various procedures and approaches which could contribute to 

this climate and they are briefly as follows:-

(a) Termination of Employment 

Policies, rules and procedures concerning termination of 

employment should be laid down, A distinction should be made 

between dismissal for just causes on the one hand and redun­

dancy and temporary reduction of the workforce on the other*, 

As regards dismissals collective agreements or sta.ff regula­

tions should contain clear provisions spelling out the ele­

ments of a disciplinary policy and the procedures to be fol­

lowed. As regards redundancy, efforts should be made to find 

alternative jobs of a similar category or suitable severance 

payments should be fixed in relation to the years of service. 

In the case of temporary reduction adherence to the seniority 

principle should carry some weight whilst the efficiency fac­

tor should also be taken into consideratiqri in the case of 

skilled jobs. Each country has its own tribunal or adjudica­

ting body to determine whether the management's action in ter« 

minating employment was justified. An observation of the 

Industrial Courts decisions on appeals made to it regarding 

termination of employment in 19*74 in Malaysia is as follows: 
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Of the 153 cases it adjudicated the Court found that 

in only 18%% of the cases the action of the management was 

justified. In the remaining 81%% of the cases, the Court 

either ordered reinstatement or compensation for the dis­

missed workers, 

(b) Grievance Procedures 

Grievance Procedures should be a normal part of every 

collective agireement or staff regulations, It should be adap­

ted to the size and particular circumstances of oach enter—. • 

prise and include appropriate steps for the resolving (bf 

grievancesre.. Grievances should as far as possible be settled 

at the lowest possible level so as to improve the industrial 

relations atmosphereo 

i^) Protection & facilities to be afforded 

to Workers Representative 

The term 'v/orkers representatives' covers both trade union 

representatives and representatives freely elected by the wor­

kers. Provision should be made for the representation of wor­

kers by trade union delegates or shop stewards whose duty it 

is to take up workers grievances through the established chan­

nels in the enterprise, and in general to see that the terms 

and conditions of employments laid down are respected. Such 

represente,tives should enjoy effective protection against any, 

act prejudicial to them, including dismissal based on their / 

status or activities as vrorkers' representat,ives ̂  They 

should also enjoy the necessary facilities enabling them to 

carry out the functions properly and efficiently^ The grant­

ing of such facilities should not impair the efficient opera­

tion of the undertaking concerned, 

(d) Communication between Management & "Workers 

('Labour-Management Consultation) 

A communication system (Voluntary Joint Machinery) with­

in an undertaking should be designed to enSEure genuine and 
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regular two-way communication between represente^tives of 

management and the workers. The communication media should 

give information on conditions of employment, job descrip­

tion, training and advancement prospects, instructions for 

prevention of accidents, welfare services, social security 

schemes, etc, in the undertaking. Management should also use 

other media of communication such as periodical meetings for 

the purpose of exchanging views and information, news-bulle­

tins, potice boards, workers suggestion schemes, etc. 

Industrialisation in Malaysia and South East Asian countries 

continues and both management and workers are bound to be 

affected by the changes brought about by industrialization. 

These changes bring hopes of better standards of living for 

the workers whose expectations and aspirations become greater 

and their demands for better terms of employment is bound to 

create personnel management problems. Personnel management 

will therefore undergo radical changes and management must 

be ready to adapt to t he requirements of having a disciplined 

workforce v?ithout infringing the rights of individual wor­

kers for fair terms and conditions of employment. 

-oOo-
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Background Information 

Cooperative system in Nepal conprises of primary level 

village cooperative societies and district level cooperdive 

unions. This system was introduced with the eniactment of 

Cooperative society Act 1959. A total number of 127 3 

cooperative societies, (multipurpose, credit, consxiraers, 

artisan, cooperative societies) were registered under the act 

within a period of a decade. The registration of the cooperatives 

were made with the objective of providing a strong and 

efficient credit and marketing system basically in the 

agricultural sector, 

A review was made in the year 1968 and found that in 

the absence of adequate and timely credit, lack of managerial 

and technical personnel in the .society, absence of marketing 

facilities for the benefit of members, lack of guidance and 

supervision, cooperative societies could not function as 

anticipated. 

Cooperative Revitalization Programme 

In order to overcome the various drawbacks encountered 

in the process of Cooperative Development in the Kingdom, 

a Cooperative RevitalizatLon Programme was introduced in the 

year 1971-7 2. Under the programme cooperative societies 

previously registered and found ineffective over the period 

of time were to be reorganized and amalgamated. The programme 

has thus envisaged to provide various service^, in a package 

from i.e. provision for adequate and timely credit 

(preferably in kind), technical support through extension 

workers at the farm level, provision for storage and 

marketing services. These services are being channelized 

tliixjugh an integrated approach under which various technical 

and financial backstopping are provided to the cooperatives 
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wherein various concerned agencies are involved. As for the 

selection of the cooperative a coramttee consisting of the 

representation from iJDB/te, Cooperative Department HjyiG/lS, 

iigricultural Input Corporation, Agricultural Department HMG/N, 

Land Reform/Administration miG is constituted. 

To provide technical backstopping at the farm level the 

Department of Agriculture is to assign one technical personnel 

(JTA) in each cooperative under Bank management. 

Agricultural input Corporation is to provide dealerships 

to each cooperative for the sales of Agricultural Input on 

cash and credit to the farmers of the area. 

The Department of Cooperatives besides the promotional 

aspect like education -.nf. training to the members is 

responsible in conducting supervir'on and audit of 

the cooperatives. In the initial stage, these cooperative 

societies will function under the management and control of 

the Bank (ADM/N), iDB/n will handover the management of 

the cooperative to the member only when the cooperative 

societies escpand their volume of business and can stand on 

their own as an economically viable unit. The present status of 

cooperative is given in AnnexeA„ 

Personnel Management 

The primary level cooperative society organization is yery 

simple. It is headed by a manager appointed by the Agricultural 

Development Bank. He is assisted by the advisjory committee, 

selected from the shareholder. As the function of primary 

level cooperative demands an a.11 time attention and effort 

of the manager, the manager deputed in a cooperative society 

stays in the headquarter for all the time. The recruitment of 

the cooperative manager is made among the candidates with 

the rural background through a process of written and oral 

examination, pther staff like salesman^ accountant and 

storekeeper, however, are locally recruited by the cooperative 

manager himself. 
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The cooperative managers are then given a comprehensive 
t r a i n i n g on the cooperative management p r ac t i c e , book-keying 
and a g r i . c r ed i t a t the cooperative t r a in ing i n s t i t u t e . 
The o the r s taff receive t r a in ing from the Bank. The 
Agr icul tura l Development Bank conducts a f i e ld t r a in ing 
programme each year. For these cooperative managers are 
required to prepare farm plan for d i f fe ren t crops for the 
member farmer they are given a bacic week long t r a in ing a t 
the government agricxiltural research s t a t i on , in addit ion 
the f i e ld off ice of î DB/N conducts a monthly meeting of a l l 
the cooperative managers in t h e i r area of operat ion to iden t i fy 
the problems i f any, and gives i n s t r u c t i o n for immediate 
so lu t ion . 

The leaves are approved hf the M)E/M f ie ld o f f i ce . 
The attendance record for the each cooperative i s kept in the 
soc ie ty . 

The cooperative rr^aager besides h i s monthly salary i s 
provided a f i e l d allowance isihich ranges from 25% t o 50% 
of h i s sa lary amoiint. in addit ion ha receives the t r a v e l l i n g 
escpenses while t r a v e l l i n g outside h i s area of opera t ion, so as 
to provide further incent iva3 a prograniiT.e of incent ive bonus i s 
a lso being introduced. 

The other staff, however, receive t h e i r sa la ry and other 
benef i t fixed up by the Baiik from the cooperative society i t s e l f . 
No cooperative society can r e c r u i t addi t iona l s taf f unless 
i t can pay them through i t s ne t earning. 

Usually, the employee of the cooperative i s promoted 
t o vrork as the manager in the d i s t r i c t l eve l cooperative union. 
The d i s t r i c t leve l unions usual ly have a Chief Manager, an 
Ass i s tan t Manager, sa les manager and the accountants . 
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In order to establish a liaZc between effective credit 

and marketing and hence collection of loans, marketing of 

agricultural produce is necessary and this activity is 

performed by the cooperative. The sales of input, its 

timely purchase and storage is the main function of the 

cooperative at present. 

The cooperatives are the dealers in agricultural inputs 

such as improved seeds, chonical fertilizer, insecticides 

and small tools. Ihe ̂ agricultural Development Bank recently 

introduced a system where the agricultural implements such 

as punpsets and small farm machinery is to be supplied by 

the cooperatives in the farm level. 

i.t present there are about 40 godo\vns owned by the 

cooperatives. An additional 51 are also being constructed. 

The rest of the cooperatives are renting the godowns in the 

villages for the storage purpose. 

The present marketing management, therefore, is 

seriously handicapped because of the non-availability of the 

storage facilities. Besides, the storage loss in case of 

input is very high because of the improper handling of the 

fertilizer. The lack of traihad personnel in making 

management has hindered the smooth marketing ope rations of 

the cooperatives. Certain agricultural produce like wheat 

is very difficult to market, because the country does not 

have enough flour mills and the channel for external market 

is not yet developed, 

Financial Management 

The total paid up share capital of the cooperatives 

at present is approximately Rs.2 million. The only financing 

agency at ijresent to these cooperatives is the Agrictdtural 

Development Bank. 
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The va lue p e r share i s rupees t en payab le w i t h i n two 
i n s t a l m e n t s , K farmer wi th in t h e area of o p e r a t i o n i s t o have 
a t l e a s t a share t o be a member of t h e c o o p e r a t i v e . Recently^ 
i t ha s been decided and agreed upon t h a t , the pa id up share 
c a p i t a l of t h e coopera t ive i s too small , so i n o r d e r t o 
i n c r e a s e the p a i d up share c a p i t a l and the reby t o b u i l d up 
a sound c a p i t a l s t r u c t u r e of the c o o p e r a t i v e s each member on 
r e c e i v i n g c r e d i t from t h e c o o p e r a t i v e should purchase share 
amount equal t o t h r e e p e r cen t of t h e loan t o be borrowed. 
At p r e s e n t t h e t o t a l loan borrowed by the member i s approximate ly 
60 m i l l i o n . Even i f t h e amount borrowed remained c o n s t a n t fo r 
a few y e a r s t o come, each y e a r t h e pa id up share c a p i t a l w i l l 
i n c r e a s e a t a c o n s i d e r a b l e r a t e . The accum"cslation o f t h i s 
c a p i t a l w i l l g r e a t l y reduce t h e borrowing of t h e c o o p e r a t i v e s 
which a t p r e s e n t c o n s t i t u t e more t han 98% of t h e t o t a l 
o p e r a t i n g c a p i t a l of t h e c o o p e r a t i v e s . 

The c o o p e r a t i v e s e re t o keep t h e books of accounts as 
p e r t h e p r e s c r i b e d system. The system of book-keeping i s t o 
be approved by t h e Departirient of Coopera t ives His Majesty^ s 
Government. 

The books of accounts and o t h e r s t a t i o n e r y i s supp l i ed 
by t h e D i s t r i c t Coopera t ive un ion . The manager keeps the books 
of accounts and c e r t i f i e d every ba lance wi th an i n i t i a l , once 
i n a month the Department of Coopera t ives checks t h e books of 
accoun t s t o see whether a l l t h e books a re k e p t u p - t o - d a t e and 
i n l i n e wi th i n s t r u c t i o n s . This monthly i n s p e c t i o n i s very 
e f f e c t i v e i n c o n t r o l l i n g the b u s i n e s s of t h e coqpera t i ves. 
Moreover, t h e i n s p e c t i o n r e p o r t i s a l s o bedng fu rn i shed t o 
t h e îDB/iSI f i e l d o f f i c e s . ThJ-s h e l p s t i m e l y d e t e c t i o n of 
i r r e g u l a r i t i e s f o r c o n t r o l measures . Each month the c o o p e r a t i v e s 
a r e a l s o t o submit a monthly r e p o r t showing t h e l o a n o u t s t a n d i n g 
l oan repayment, s a l e s of i n p u t s and p r o d u c e . This g i v e s 
t h e cash flow p o s i t i o n of t h e c o o p e r a t i v e s . I t i s checked and 
c a n p i l e d by t h e ADB/i;? f i e l d o f f i c e s . 
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The Cooperative Department also performs annual auditing 

of the books of accounts. The audit r^ort is approved by the 

shareholders on the recommendation of the management. 

B^ch cooperative prepares annual programme and Budget 

for each financial year. The progrenvme and budget clearly 

shows the financial requirements of the cooperative. The 

Agricultural Development Bank checks and makes sure that 

cooperative follows the programme formulated. 

At present the greater part of earning of the cooperative 

societies is from the interest margin (i.e. the interest to 

be paid by the member over interest charged by the Baiik to 

the cooperative) which is 4% of per annum. The income from 

the sales of input is 5%, ît present ths main problem is 

the small volume of business handled by the cooperatives. If 

this volume is increased considerably cooperatives would turn 

out to be economically viable. 

Communication and Procedure 

The monber education programme is being organized by the 

Department of Cooperatives in the selected area. The main 

objective of the programme is to establish a better understan­

ding between the member of the cooperatives. This programme 

also aims at increasing the participation of more membership 

toward the cooperatives. 

The establishment and organization of the cooperatives 

is to be considered by the members themselves, rather than 

by the outsider. If the cooperative is a felt need of the 

farmers, and the farmers themselves coordinate the objectives 

through cooperative then only the cooperative programme can 

be successfully operated. Moreover, the prograse must be 

understandable and can be quantified in terms of profit. 

There is a great communication gap bet̂ r̂een the organizer 

and the prospective member of the cooperative. This is the 

main drawback for the development of cooperative. The frequent 
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meeting of the members should be encouraged. A feeling 
of association in the programme formulation should be 
there so as to make the members more responsible. 
Publdc Relation 

The cooperative managers are the main driving force in 
the cooperative society. He should not only limit this time 
within the official time table but also act as a counsellor 
and friend of the area of his location. The books of accounts 
are to be open to all members inquiry. The business performed 
by the cooperative should be able to attract more and more 
members. 
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JiNNEXE-i 

T o t a l ntunber o f c o o p e r a t i v e s 

T o t a l monbers 

P a i d up s h a r e c a p i t a l 

252 a v e r a g e p e r s o c i e t y 

80 ,000 317 

2 m i l l i o n 79 30 

WIM STATUS 

T o t a l l o a n o u t s t a n d i n g 
50 m i l l i o n 2 , 3 8 t h o u s a n d 

BUSINESS 

I n p u t m a r k e t i n g (Rs . ) 

P roduce M a r k e t i n g 
dealt (Rs.) 

60 million 2,38 thousand 

20 million 80 thousand 

gs 
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OOGPERiil'IVE MiiWiiGElviEMr • 

Presented by 

Daiiapala Wijayatunge ^ 

The Cooperative Movement of Sri Lanka i s 64 years old,'and < / 

was l ega l ly recognised witii the promi4gation of the Cooperative ' ' 

Societ ies Ordinance i n 1911. .During the period i t has undergone 

several phases of which the period from 1911-I94.2 could be considered 

as the c r ed i t era. This period showed a s ignif icant growtia of c red i t 

soc ie t ies especial ly in the ru ra l sector. With the outbreak of the 

second world war a food rat ioning schane was introduced and during the 

period 1942 to 1952 a remarkable growth of Consumer Cooperative Societies 

was not iceable . With 38 socie t ies in 19-42 thet number rose to 5,000 

i n 1945. A major change i n the organisational ;set up of the soc ie t ies 

was seen with the formation of the Multi-purpose Cooperative Societies 

i n 1957. .H Royal Commission was appointed i n I968 to examine the 

s t ructure and organisation of the socie t ies i n order to propose recommen­

dations to strengthen the Movemient. The present era of "the Movement 

Commenced in 1971 with the set t ing up of the United Front GovernmGnt 

i n 1970. Since the Cooperative Movement plays a major role i n the 

social and economic development^ the, Government recognised the 

necessi ty of reorganising the Cooperatives with large and economically 

viable units. 

With the reorganisation in I97l j 5,000 Cooperative soc ie t ies 

were amalgamated to form 362 large viable u n i t s . These MultipTiirpose 

Cooperative Societ ies are widely spread throughout the island each 

having about 20-§Q branches. These soc ie t ies are primiarily engaged 

i n the d i s t r ibu t ion of consumer cdmmodities while i n addit ion tfily 

are silso engaged in agr icu l tura l credit^, marketing and production 

ac t iv i t i e . s . There are also other types of soc ie t ies such as t e x t i l e , 

f i she r i e s , " dairy and indus t r i a l , and, as much as 90^ of the population 

i s catered to or connected \ d t h one or more types of soc ie t ies , / 
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With the introduction of rad ica l l a a i reforms colloctivo 

farms and agricultupal . settlement? aro formed tc> eiccelorate the 

food production i n the countrj/-'/ those settlements and farms are 

being set up on a Cooperative basis and play a s ignif icant ro le i n the 

Cooperative Movement (today. 

Ggoperative Management. 

The importance of Management and Manage^ient oontrals have-been 

eni)hasised with the se t t ing up of large Cooperative Societ ies i The 

CQD^lexity of the business aid the large number of employees have 

necessitated the intrbduction of Management techniques i n them. The 

employees" too are being trained i n modern manag'ement methods. As; a 

r e su l t the soc ie t ies too are able to increase the i r operational 

. •efficiehcy.', ' -.\..,-'-, 

Personnel Management 

The proniulgation of the Cooperative Eii5)loyaes Coflimission 

Act i n 1972 se t up an Snployees Service. Commission which brought about 

a signLficaiit change i n the personnel v/orking i n Cooperative Socie t ies . 

• In accordance with the Baployees Service Commission Act, regulat ions 

were framed by the Cooperative Employees Commission. The regula t ions • 

thus frcimed re la ted to procedures i n making appointments, payaients of 

salarioSj, termination of torvlces , triUasfiirB, secur i ty of employees, 

leave, hours of work, promotions e t c . Regulations governing the 

conduct of employees too were framed. 

I t ' i s noticeable tha t emphasis i s placed i n the select ion and 

t ra ining of Cooperative Managers. Basic minimaii qua l i f i ca t ions are 

l a id down and considerable e f fo r t i s taken for the i r t ra ining and •. _ 

r e t r a in ing . 

Marketing Manae^ent 

The Gtovernment ô " Sri Lanka has en^jhasised .the need "for • ; 

prbmoting agr icu l tu ra l production. Alorig with the promotion of 

production there i s a need for d i s t r ibu t ion . The Goopbrative 

soc ie t i es play an important ro le i n t h i s aspect whereby the 

Commodities produced by the farmers are channelled through the 

Multi-purpose Cooperative Society a t the Ti l lage l eve l to be 

marketed i n p r inc ipa l towns. 
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The Sri Lanka Marketing Federation set up in 1973 plays an 

important ro+Le in providing marke-ting facilities to Cooperative 

Societies and Cooperative fanaors. They hdvo sot up retail sales 

points in Colombo to provide marketing facilities to consumers. 

The Federation has also established a pilot project for the 

marketing of minor export crops. They are presently experimentir^ a 

contract fanning system amongst the growers. This, if successful will 

bo carried out on a wider scale in the other societies. 

Lai'ge number of Cooperative agricultural settlements and 

farms are being set vip in the island to promote food production. 

Hence there is a need for both production and marketing management. 

The managers are also now given a training: in marketing techniques 

and methods which aim at reduction and control of markeitiJ3g-'-tiosts. 

The Marketing Federation while setting up retail shops for marketing 

producers agricultural commodities is also engaged in training all 

personnel connected with marketing in various- aspects of marketing 

management, ' • ,: 

Financial Management 

The need for financial management in Cooperative societies : 

was also felt with the reorganisation of Cooperative societies. The 

Accountants of the societies are given a training in Financial Management. 

Short refresher cbui-ses for them are held at the School of Cooperation 

from time to time. 

Budgeting and Budgetary Control is introduced in Cooperative 

jSocieties, Today every Cooperative Society has to prepare a Bu4get 

for the ensuing year. The budget has to be approved/by batth the ̂ Soitrd 

of Directors and the general body. In the operation of the budgets 

monthly performance should be compared with the budget and the 

managers have to take necessary action where control is called for. 

Financial Planning is also emphasised in negotiating loans from 

the Peoples Bank, 
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Gomntujalc a t lons 

The orgeoiisatioiial siapuc-tarfe of the society helps to maintaija 

a steady flow of information both v e r t i c a l l y and horizontal ly . 

In the Cooperative organisation there i s a steady flow of 

cjonuflunication from top to bottom and. bottom to top. They are by 

discussions, meetings, not ices , . repor ts e t c . Thus i t helps to 

bet ter presentat ion of ixjformation and make the employees aware of 

their working environments. 

The soc ie t ies too transmit information tc the members and 

ccnsumers through the i r branches. Sometimes -ttie Cooperative 

for tnight ly paper may be the comtaunication media. 

The Board of Directors i s ejgjected; to meet once a month and i n 

turn the General Manager of the Society too holds-his conferences 

idth h i s subordinates. This process i s carried out to the lower 

management levels too. This enables the soc ie t ies to continue the 

communication process uninteirupted. 

Public Relations 

I t i s necessary tc maintain good public re la t ions id th the 

ymployees, members, consumers, the general publ ic , government and 

non-government i n s t i t u t i o n s , i i l l e f fo r t s are taken by the Cooperative 

Societ ies to maintain cordial re la t ionsh ips with a l l persons and 

i n s t i t u t i o n s connected with the Cooperatives.' 

The following methods are usually applied in maintaining 

such re la t ionsh ips . 

1. Educational Prograimes Seminars and Conferences, 

2. Publication of books, news papers handouts l e a f l e t s e t c . , 

3. Cinema shows, • ' , 

4-. Public meetings, 

5. Radio Programmes, 

6. Special lectures^ 

7. Exhibi t ions, 
8. Representations. 

gs. 24X75. 
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ASIAN COl^IPEEMCE 01 GOOPEEATIVE mMG-MENT 
PHILIPPINE VILLAGE HOTEL, DEGEIffiER 1 - 6 , 1975 

MKILA, PHILIPPINES 

NEED Altt) AIMS OP COOPERATIVE EDUCATIOH 

Jo M, Rana 

1. INTRODUCTION 

1,1 Scope 

An attempt is made in this chapter to discuss the needs and aims of 

cooperatiye education in developing movements of South-East Asia. Defining 

the specific aims,of cooperative education is of great importance in 

working out the practical details of an education programme. Once goals 

are properly determined, planning of various types of educational acti­

vities becomes somewhat easier. PiArther, if it is knov/n what cooperative 

education prograiMes set out to achieve, it becomes possible to assess 

their effectiveness periodically. 

We shall isry to outline the important aims which a cooperative move­

ment in a developing country may set before itself for education acti­

vities. Although some examples v/ill be given from the South-East Asian 

movementsJ for want of space no attempt vd.ll be made to describe the 

aims of cooperative education embodied in the present education prog­

rammes of the respective movements in the Region, 

The term "cooperative education" will be used in this paper to cover 

both education of the members, elected committee members and office 

bearers, as well as the training of employees of the cooperative move­

ment . 3jad of goverjament cooperative departments. Where necessary, we 

shall refer to the former, viz. education of members, managing cpamittee 

members and office-bearers, as member education, while the latter ifti.ll 

b? referred to as employee training. 

We shall start the discussion by describing the nature of the coop­

erative movement and its principles and then indicate the importance 

of cooperative education. The subsequent discussion'will deal with the 

objectives for member education and employee training. 

http://vd.ll
http://ifti.ll
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1.2 Nature of the Cooperative Movement 

A cooperative society is a form of business organization which is 

organized by the members, on a basis of equality, to promote their eco­

nomic and social interests. The cooperative society aims to provide 

goods and services to the members at costs as low as are compatible 

with the long-term development of the society. The management of a 

cooperative society is carried- out by a board of directors elected by 

the members who exercise ultimate control over the operations of the 

society. 

Cooperatives of individual members are called primary cooperatives. 

These primary cooperatives join themselves into a federation which 

performs commonly required functions involving more large-scale operations 

and bigger resources than those of the primary societies. Thus the 

federal structure of the cooperative movement, while enabling the small 

primaries to fimction independently, achieveq for the constituent 

primaries significant financial managerial and technical advantages. 

Also, on account of such vertical integration, the cooperative movement 

can achieve significant competitive capacity. 

The cooperative way of doing business takes many forms, from highly 

gpecialized to muati-purpose cooperative societies. In South-East Asia 

various forms of cooperatives have been developed in both rural and 

urban areas. The main forms of cooperatives in rural areas in South-

East Asia include multi-.̂ urpose cooperatives, or specialized agricul­

tural credit cooperatives. Since the last World War, agricultural 

marketing and processing is being increasingly organized on a cooperative 

basis. In urban areas, the main forms of cooperatives are thrift and 

credit societies, consumer cooperatives, cooperative housing sdiieties, 

and in some cases, insurance cooperatives. In recent years, industrial 

cooperative societies for artisans have been formed in many parts of 

the Eegion, 

1.3 Principles of Cooperation 

The- cooperative movement's social philosophy was formulated duiang 

the 19th century on the basis of the rules of the Rochdale Society of 

Eqiiitable Pioneers established in 1844. The Principles of Cooperation 

which embodied the important rules of the Rochdale Society, v/ere accep­

ted by the ICA Congress held in 1937j they are as follows! 
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Open membership. 

Democratic control. 

Limited interest on capital. 

Patronage dividen. 

\ Gash trading. 

Political and religious neutrality 

Cooperative education 

The first four principles mentioned above are responsible for bring­

ing about a form of economic organization .radically different from that 

of private enterprise. Thus the cooperative movement represents a 

distinct ide ologyj which envisages control over enonomic institutions 

by the user-members and distribution of the surplus in proportion to 

the utilization of the services by the members. The role of capital 

as a productive agent is recognized} but it is no longer an arbiter 

of the economic destiny of the people. The distinctive appeal of the 

cooperative Eiovement lies in its emphasis on the individual, on equality 

of one man with another and it sti-esses that ordinary persons of 

limited means can, through combined economic power, take their fate 

into their own hands and fashion a better social and econoDiic life for 

themselves. 

Although the cooperative movement places emphasis on promoting the 

economic interests of members, the special aims are no less important. 

Great importance is attached by the cooperative movement to the education 

of its members and employees. The cooperative movement attempts to raissy 

through adult education activities, the members' occupational social 

and cultural levels. Its employee training programmes are designed to •. 

Strengthen the cooperative movement and to help the employees within i-

the movement realise their full potential of abilities, , j 

= 1,4 Heed for Cooperative Education 

An eminent cooperator has said that "Cooperation is an economic ; 

movement employing educational action. The statement would be no lje§s 

true if it were reversed to say that the cooperative movement is an , 

educational movement employir:^ economic action"; Although the .coop- ., 

erative movement aims at improving the social and economic conditions • ;, 

of members, the, methods employed by it for aciiieving these-;goals also 

help to broaden the horizons of members' consciousness and develop ̂  

their personalities. The; qooperative movement is not jiist another 
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business enteirprise whose sole object is .to be a grocer or a marketing 

outfit for farmers. It is also a practical school in which members 

learn essential business economics, the economics of their households 

or farias, dnd more important, the qualities of good citizenship - such 

as the awareness of their rights and the value of exercising these 

rights - which are invaluable in a democratic society. 

However, it is not enough to rely on the educational effects on the 

members following their participation in the work of the cooperative 

society, if the cooperative societies are to be established on a sound 

basis and are to be developed as strong competitive institutions. In 

this connection, Charles Guide says "Common people with the ambition 

to try to provide for their own needs, and become their own merchants, 

barifcers and creditors, their own employers and their own insurers, vrould 

indeed be imprudent if they did not first equip themselves with the Imow-

ledge and faith necessary for the task". In, the cooperative movement, 

the owners and users are the members who exercise ultimate control over 

both the policies and the operations of their cooperative societies, 

and the movement as a whole. The successful development of cooperative 

societies presupposes that this democratic control should be effective. 

For this purpose it is essential that the members, or at least a majority 

of them, have sufficient laiowledge and the capacity to assess the econo­

mic activities of cooperative societies and to elect suitable men to the 

board of directors. Similarly, the education of directors and employees 

is essential for achieving the successful operation and the growth of 

cooperative societies. 

Government cooperative departments in most countries of South-East 

Asia are now anxious to develop cooperative movements, and a majority 

of them have launched plans for doing so as part of their overall 

measures for economic development. Since the post-war period, the coop­

erative movements in many countries of South-East Asia, which were for­

merly limited to the simple sphere of cooperative credit, have started 

undertaking more complex and difficult forms of enterprises, such as 

agricultural marketing, processing of agricultural produce, and cons-umer 

business. In view of this, it is of the utmost importance that the 

greatest possible attention is paid to the development of cooperative 

education. 

Some problems of the cooperative Diovements in the Region given below 
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illustrate the great importance of proper cooperative education. In the 

first place, cases of oisappropriation of«funds in the cooperative .• ;;l 

societies are reported fron time to time. The problem of corruption and 

lack of intiegrity is to be foimd in Ekiny walks of life in the developing 

countries for a variety of reasons, such as shortage of essential commo­

dities and governmental restrictions over a wide area of social and 

Qconomic activity. The ramifications of this problem are too large to 

be discussed within the short space of this paper, Howeverj it is 

obvious that a vigilant membership would be a great safeguard against 

corruption in cooperative societies. 

Secondly, a sizeable number of cooperative societies in some c '/d..': 

countries have come to grief. For instance, it was estimated by Sir 

Malcom Darling that in India nearly 5 ^ of the cooperative societies 

organised between 1904 and 1934 were eitheir cancelled or were on their 

way to liquidation by the year 1934. In its first review of the coop­

erative movement 1939-46, the Reserve Bank of India stated in this 

connection "it appears that the pace of expansion before the depression 

has been too rapid to have been really sound and contained within itself 

the seeds of subsequent collapse. It had outrun cooperative education". 

In the Philippines, the Farmers' Agricultural Cooperative Marketing 

Associations and the Central Cooperative Exchange ran into difficixLties . 

in I960 on account of low loan repayxaents by members, the consequent 

credit squeeze by the government corporation financing agricultural 
3 

cooperatives, and mismanagement of cooperatives. 

Indeed the economic position of a sizeable number of cooperative 

societies in several countries of the Region cannot be considered 

satisfactory. For instance, by the end of Jime 1962 as many as,70 per 

oent of the agricultural credit societies in India were in G, D aad E 

audit classes, these classes referring to mediocre, unsatisfactory, and 

hopeless categories. During this year, the percentage of A and B audit 

classes, implying very good and good types, was only 15, the rest being 

unclassified. A similar situation with regard to management efficiency 

prevails in several other countries of South-East Asia, 

In this connection the statement of a noted Swedish Gooperator, 

Mr. H. Elldin, is of great relevance for the Soath-East Asian movements, 

•'If we had occasion to start our movement afresh and if we were given 

the choice between two possibilities-that of starting without capital .; 
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but with enlightened menbership and staff or, on the contrary, that of 

starting with a large amoimt of capital and ill-informed menibers-our ex­

perience would incline us to choose the first course," 

1«5 Some Considerations for Deterainins; Ob.jectives 

In the cooperative movement, cooperative education will need to be 

planned for the following categories of people; 

"Members of cooperative societies. 

Elected committee members and office-bearerŝ .. 

Employees of cooperative societies. 

Employees in government cooperative departments 

Persons among whom new cooperatives are to be organized. 

Important social groups, such as women, youth and students 

in schools and colleges. 

Employees in goverimiGnt development departments coming into 

contact with the cooperative movement and leaders of the 

local self-government institutions. 

The general public," 

Firstly, education programmes will have to be planned with reference 

to the categories to which cooperative education is directed, A single 

all-embracing cooperative education scheme which would.be usually appli­

cable to the different groups is not feasible because the aims of 

education schemes for the different group of people must vary. Second­

ly, the bulk of cooperative education activities will have to be direct­

ed to those people who are already within the cooperative movement, 

government employees, who are concerned with cooperative development and 

those people among whom, newocooperatives are to be organized. Thirdly 

cooperative education programmes will have to be organized for the 

different groups in the context of the present stage of cooperative deve­

lopment and the projected expansion of the movement. Thus, the estimate 

of the number of employees who should be trained during a particular 

period must take into account not only the requirements of the 

existing societies but also those of the new societies likely to come 

into existence during the period in view. Cooperative education, how­

ever, should not become predominantly concerned with merely the numeri­

cal aspects but should keep in view the quality of the education 

imparter as well, Fourthly, cooperative education should be,function-

oriented and should prepare the persons, either members or employeeSj 



346 
-7-

for handling their specific tasks. Thus, differentiation in terms of 

types of cooperative, societies, such as ̂ agricultural credit societies 

or consumers' cooperative societies, and in terms of job requirements, 

is essential for planning the education prograEmes. Finally, coopera­

tive education should contribute to the total purpose of cooperative 

societies* It should attempt to develop the personalities of the 

members and employees and so help them realise their potential abili­

ties, 

1.6 Overall Qb.ieGtives 

The overall aims of cooperative education nay be described as follows: 

Firstly, cooperative education activities should attempt to develop a 

strong, self-reliant and democratically-managed movement which would be 

in a position to achieve its social and economic objectives. The coop­

erative movement will function in a competitive economic set—•&!) in the 

Region, operating as it must side by side v/ith private enterprise and 

state-owned corporations. Therefore, th© movement must be strong enough 

to meet effectively the competition from private enterprise and, if 

necessary, should be able to take the lead in combating business practices 

harmful to the interests of the members. Secondly., the cooperative 

movement should be extended by attracting nev/ members to the existing 

cooperatives and by forming new cooperatives in areas hitherto unex­

plored. The cooperative movement is universal in its aims to provide 

services to all those who are willing to join its fold, and who agree 

to abide by its rules. Thus, cooperative education should aim to 

spread the ideology and the benefits of the cooperative novement to 

the largest possible number of people, 

'2. immSR EDUCATION 

2,1 Setting-up of Cooperatives ' , '' 

Firstly, cooperative education should aim at creating in people an 

awareness of their social and econotiic conditions and the usefiilness of 

cooperative action in bringing about an iLiprovement in these conditions. 

The sponsoring agency - whether it is the government .cooperative depart­

ment or a secondary cooperative organization-must realize that it is 

essential to ensixre that the would-be members are properly prepared 

for the task of establishing and running .a cooperative society. In­

tending members should analyse the weaknesses in their economic situations 

and decide whether these weaknesses can be removed through joint action. 
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Sometimes their individtial problems may be such as caimot be removed by 

cooperative action. For instance, the aboriginal tribes living in sec­

luded areas, or the socially-depressed classes, such as the untouchables 

in India or the farmers i.'ri.th tiny plots of land unable to produce enough 

for a subaistance economy, cannot improve their conditions solely by 

cooperative actionf they, do not have the stability within their econo-. 

mies necessary for successful.operation of the cooperative societies. 

In these cases, a rehabilitation programme supported by the government 

would be needed. It is thus necessary for the sponsoring organization 

to investigate and to decide carefully in which areas and for what 

groups of people cooperative societies should be planned. Once it is 

thought that the prospective members are in a position to organize a 

cooperative society successfully, it is necessary to educate then in 

the legal aspects of cooperatives, their goals, econoî ics and the 

obligations resting on members. 

It should be stated that very often the propaganda carried out for 

organizing the societies in several countries of the Region eraphasises 

the advantages to be derived from joining a society while the corres­

ponding responsibilities of members and the conditions necessary for 

cooperative success are not brought to members' notice. Such propaganda 

may succeed in organizing the cooperatives but not in ensuring that they 

develop successfully in the future, J?or example, Mr, Glemente Terso Jr., 

v/hile discussing in his paper the problems of the agricixLtural coop­

eratives'in the Philippines, has to say the following on this subj.ectJ 

"The early failures of cooperatives v/ere, to a large extent, due to the 

lack of proper information and guidance of the people on the practices 

of Cooperation, People were induced to organize into cooperatives so 

that they cotild get loans on easy terms from the &overnment, an approach 

which was entirely wrong, The principal objective of placing the 

farmer on a dignified level of existence through self-help and mutual 

cooperation was forgotten in the frenzy of organizing the maxinum number 

of cooperatives, Yflailc pi"ivileges and benefits were stressed, duties 

and obligations such as repayment and loyalty were let out" As someone 

remarked, in the developing countries, in many cases, the societies 

are organized in a hurry and liquidated at leisure. It is therefore 

essential that this preliminary propaganda should' be carried out in a 

realistic and honest ?/ay so as to lay solid foundations for future 
6 

stability of the society. 
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2,2, Development of Menbers 

Cooperative education must not stop once societies have been estab­

lished. Enlightened membership is essential in cooperatives because the 

success of a cooperative society depends on its sustaixiing the loyalty 

of the members. They should be willing to extend their patronage as 

well as to put in the necessary finances by way of share capital and 

deposits for developing cooperative business. Furthermore, they should 

have an awareness of cooperative problems', some of which are considered 

below. 

Cooperative societies frequently have to face stiff competition from 

private traders, especially in the initial stages. For example, the 

traders offer, for a temporary period, prices higher than the ruling 

market prices for the commodities produced by the farmers. In such 

cases the temptation for the members of agricultural marketing societies 

to trade with the private trader is very strong with the result that if. 

a sizeable number of members stop trading with the society, it may ' 

collapse. Tactics of varied types are adopted by private enterprise 

in order to weaken and to disorganize cooperative societies, 

A further important problem for several cooperative movements in 

South~East Asia is the lack of an integral relationship between the 

primary societies and their central organizations. As a consequence, : 

the central organization does not hold the loyalty of primary societies, 

v/hich in turn suffer for want of adequate services from the federal 

organization. Another proialem which is widespread in the agricultural 

credit movement in the Region is the low repayment of loans advanced by 

cooperative societies. Thus, it is iraportant that cooperative education 

informs menbers and other categories of persons on current pt̂ oblems, 

giving then factual knowledge about the cooperative societies and the 

movement as a whole and sp helping them to think and to arrive at 

solutions of the problems. Education of menbers with regard to current 

problems should, therefore, be a continuing process in the member 

education programme for menbers and leaders both, at the primary and 

secondary levels. Further, the members shoixLd possess the judgement to 

elect the right type of leaders and to take .sound decisions in the 

general assemblies. These responsibilities call for considerable con­

sciousness among the menbers about cooperative principles, the operations 

of cooperative societies, the problems and direction of progress of the 
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cooperative movement. 

The goal of the cooperative society is to bring about an ijaprovement • 

in the eoonorpic conditions of the members. Quite often such improvement 

can be achie-̂ fed by helping the members to conduct their individual opera­

tions more efficiently, A cooperative marketing society, for instance, 

may teach members to use improved varieties of seeds or to adopt better 

harvesting methods. Any increase in the production of the agriculturist 

members would not only be a help to the members but would also increase 

the marketable surplus available to the society. Similarly, a rural 

credit society may educate the'housevvives in the economies of household 

management and thereby help them to save. 

Finally, member education should attempt to raise the cultural level 

of members, and thus help the development of their personalities. The 

cooperative movement cannot treat members merely as customers on the 

one hand or owners on the other. They must take the life of the member 

as a whole aaod try to provide not only education on cooperative matters 

but also recreational and cultural activities viMch will enrich his 

environment. The cultural activities of developed movements take a 

variety of forms, such as physical gymnastics, production and distribu­

tion of family journals, the organization of dramatic performances and 

study groups for fine arts. Through these activities members may also 

feel greater attachment to their societies, 

2,3 Development of Leadership 

A major objective of cooperative education is to ensure the steady 

supply of elected leaders to direct the cooperative organizations at 

the primary, secondary and national levels. Without enlightened and 

skilled leadership the cooperative movement will not be in a position 

to grow, ' The progress of the cooperative movement in some of th^ 

advanced countries has been effected by the emphasis placed on the 

provision of continuous and .intensive education for the active groups 

of members and elected committee members. In all societies there are 

some active members who take greater interest in the operation of 

cooperative societies and who are anxious to know more, G-iven proper 

training, these members can assume leadersliip positions at the primary 

level and some of them at the next tiers of cooperative structure. 

It is obvious that a competent board of directors for the secondary 

organizations will be available only if there are knowledgeable people 
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witli a b5?oad outlook^ imagijoation ajad in1/<3lligen<?e aaoJig "feke J,esd©|*© 

at the local leirel* 

finally J in South-East Asia,' the* government oooperative departments 

play a very active role in the grometion and sometimes even in the 

running of cooperative societies. The govexniaents usually gi^nt loaias 

and subsidies to the societies for various purposesj depute officers to 

manage secondary or priiaary societies, exercise detailed supervision 

and control and even organize cooperative edueatien and trailing faei,*-

lities» SHortherj in some movements in Soutli-^ast Asia, political parties 

have penetrated ihto the cooperative movement and Required, aotual 

control of cooperative institutions. Therefore, an Important purpose 

of cooperative education la SSuth-East Asia should be to create e©n«> 

ditions whereby the cooperative movement becomes self-relian'b and inde­

pendent of government control* 

2»4 Borne Sonsiderations 

In the developing countries greater empliasis will naturally have tf 

Tj3e flaeed eii what may be called education in cooperative ideology, #0 

that an a\mreness may be created of the value of cooperative action. 

However, in South-East Asia at present, tqo much emphasis is placed 

on IdeQlegieal education, to the relative neglect' of instruction eoaw 

qeiTaed with the efficient running of societies, further, lâ abeJ? eduea-

tion is usually organized through the cooperative unions in the Hegiong 

ffeese unio:^ represent all types of cooperative societies ^ c h s.p 

agrlcultxiral credit, agricultural marketing, processing, eenswaers 

cooperatives and industrial cooperatives. Hence, the member education 

activities of the unions attempt to cover members of all types o^ 

sosietie^ with the result that the instruction given is often extremely 

general, touching only upon aspects of general interest t§ -all aesafeê s. 

It is essential that sufficient specialized education coa@er«ritE^ % f 

pgirtiQula^ typ^s of eopEirativeg should be given if the aiws deserifeifl 

abo^e are t© be realizedt 

p , 000i'BSAa:i?i: Easffî LPfis 5PIAIID1& 
Jfl Employees of CQeperative Institutions ' 

Sraiming Qf employees is as important as member adwatlon beeauf.® 

the eo®perat|.Ye fQ§i§ties eannot be properly adminis't.e.ffd ^-^ms-^ ^W^ 

getfjit empleyees to carry on 1^e day-to-day work within i*he framewajfc 

of the polieies laid dcrnn by the board of directars. The ̂ e3̂ @csbfd 



• 351 
-12-

board members in cooperatiTPe societies in the Region are mostly honorary 

workers deTOting only a part of their tine to the Society, 

5»2 Categories of Employees " -

A pro'per categorisation of the various types of employees is essential 

in order to develop proper training facilities for them, A broad classi­

fication could be as followss 

Junior employees performing mainly routine tasks such as shop 

assistants and accounts, clerks. 

Intermediate supervisory personnel: The intermediate category would 

be expected to supervise the work of the junior employees axid perform 

certain tasks themselves tinder the supervision of senior officers. 

Managerial persojonelj The managerial personnel would include the 

heads of various departments, such as sales manager and personnel 

manager, who would be expected to help lay down and implement poli­

cies in their special fields. ' 

This categorisation may also be- valid for the employees of government 

cooperative department. The third category roay be called senior 

people in the case of government employees instead of the managerial 

personnel. 

The training programmes for these categories will have to be plaiqned 

with reference to the type of society or government department they are 

working with and their specific functions, Firstly, the training 

programiiies may be planned with reference to the type of cooperative 

societies v/ith which different employees work, such as agrictiltural ; 

credit, agricultural cooperative marketing, or consumer cooperatives. 

Secondly, the training may be for different jobs, such as shop assistants, 

accountants, and sales personnel in the case of employees of the coop­

eratives and extension workers, cooperative officers and auditors, in 

the case of governnent employees, 

3.3f Objective of Employee Training 

Firstly, an important objective in all the training schemes for 

employees is instruction in the skills necessary for handling their 

specific jobs. For example, an accounts clerk should be trained in 

elementary book-keeping and accountancy. A shop assistant should have' 

a different kind of training, including perhaps, the study of customer 

psychology,and the way in which customers should be handled. Such 

emphasis on skills is necessary even in training courses for employees 
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at higher-levels. For example, the training prograEmes for the sales 

manager in an agriciiltural marketing'society should develop business 

management skills conducive to efficient marketing operations, such as 

the organization of sales work and sales promotion techniques. 

Secondly, it is necessary to create among the employees a faith in 

the cooperative movement. An employee who does not appreciate the 

broader importance of cooperatives, aside from the business aspects, 

will not be very efficient in cooperative business. He may think that 

the handling of policy-making and control of cooperatives by elected 

laymen is a needless bother. The employees, should therefore be in­

structed in the ideology of Cooperation and the organizational structxire 

of the movement so that they understand their own functions in a 

proper perspective. Further, the employees,- especially at the higher 

levels, should also know something of alternative ideologies and 

systems of business in order to linderstand their appeal and competitive 

capacity. Hence, social studies will have 9.n important place in coop­

erative training programmes, since the managerial personnel should know 

something of democracy in cooperatives, economics of cooperatives and 

the competition v/ith the private enterprise. ' •• -

Thirdly, it is essential to develop leadership qualities in employees, 

Such leadership qualities are needed in all people expected to coordi­

nate and supervise the vrark of other people. The supervisory officer 

should be able to interpret policies and programmes and direct people i 

in his department. He should also be able to make his colleagues work 

as a team, obtaining the maximum response fron them. Further, he should 

be in a position to analyse the problems likely to arise, and be capable 

of developing the necessary approaches and techniques to solve thaa. 

At the managerial level, these tasks become very important. 

Fourthly, the cooperative movements in ixiny advanced countries have 

attempted to ensure that their jimior employees are able to assume 

progressively higher responsibilities including the managerial positions, 

provided they have the necessary potential and go through the requisite 

training. For instance, a handbook given to the young employees of 

the London Cooperative Society points out their opportunities in the 

follovidng manners .: 

"If you have the desire and the will to inprove your position, 

there is scarcely any limit to the opportunities ahead of you. 
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• It is. the policy of the Coramittee of Majiagement, as far as possible,to 

fill the higher posts fron the raxiks of oar own staff. The present 

general manager started with the society as a boy| the present sec­

retary stajpted as an office junior and nost of the other leading 

positions in the society are filled by nen with a similar background 

who have qualified by hard work and loyal service for the positions 
7 

they now occupy". 

This objective of developing the potential telent of employees has 

far-reaching importances (i) As a res-ult, the loyalty of eiaployees to the 

cooperative novement will be great, (li) The movement will recruit its 

personnel at advantageous costs from a pool of people who, for one 

reason or another, did not have an opportunity to receive higher educa­

tion. In the early stages of development the cooperative movements, 

even in advanced countries, were not able to pay wages high enough to 

attract people already well-trained, (iii) The poorer indtistrial workers^ 

for instance, had established cooperative societies and naturally desired 

to develop the employees who v/ere usually drawn from their o\m ranks 

or from among people similarly situated. Thus the persontiel policy of 

the cooperative movements in advanced countries was forced upon them 

and the movements made a virtue of their necessity by developing suitable 

training programmes. The developing movements in South-East Asia are ' 

by no means affluent, Hoy/ever, their present training programmes 

usually are not so fashioned as to allov/ junior employees, as a matter 

of course, to participate in courses qualifying them for higher jobs 

in the movement. The emphasis on university degree for admissions to 

higher coiirses in the cooperative training colleges appears inconsistent 

with both shrewd business acumen and the ideology of a movement emphasising 

the worth of the individual, 

3,4 Some Considerations for Determining Objectives 

Firstly, the emphasis on the various objectives in the training prog-

rarames for different groups must differ with the t5rpes of persons in v|,$w# 

For instance, the emphasis on developing skills will nat\irally be greater 

for junior employees than managerial personnel. Secondly, the costs of 

a training prograrime will be an important consideration in developing 

the training programmes for various personnel. In this connection, the 

possibility of utilizing the correspondence courses alongside the 

training covirses in the cooperative schools and colleges should be 
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Gonsidered. The employinent period of the personnel with the cooperative 

organizations coxild also be utilized by proper planning as an excellent 

opportunity for practical training, A further important question in 

this connection is which of the two systens will be laore effective and 

econoniical-the long; and comprehensive basic course or a series of short 

courses organized at suitable intervals, Finally, the question of plan­

ning training courses for the junior employees in a manner that will 

help able employees to qualify gradually for participation at higher 

level courses should be examined. This objective roay be achieved if 

the courses are planned on a ladder system progressing towards higher 

levels. A related question is the arrangement of training courses for 

people who have higher academic or business qimlifications. In such 

casesj the training programmes should be formulated in the context of 

the cooperative and business training v/hich such persons already 

possess, For instance, the persons v/ho are technically qualified in 

the field of personnel management or sales management, wo'uld not need 

technical training in those fields. However, they should be given some 

cooperative orientation. With ragrd to other university graduates, having 

degrees either in economics or sociology, it would not be necessary to 

give them training in social studies but they ŵ ill have to be-given some 

knowledge of the ideology, structure and problems of the movement, and 

will have to be trained in handling technical tasks. In the above men­

tioned ladder system of training, it may be possible to admit people, 

having university education, to coiJirsos at somewhat highei' levels, such 

as the courses for intermediate or managerial personnel, 

3,5 Personnel of Government Cooperative Department 

The objectives outlined earlier would also apply to the various types 

of personnel in the government cooperative departments. The aims of 

training government personnel would be to inculcate faith in the coop­

erative movement, to develop in them both skills for their specific jobs 

and qualities of leadership. The training programmes for them will have 

to be arranged in the context of their tasks. The various tasks per­

formed by the government personnel are the sponsoring and supervision 

organization of cooperative societies, ensuring that legal provisions 

of the cooperative societies acts are observed, the carrying out of 

statutory audit, provision of financial assistance and technical guidance^ 

and finally, the formulation of policies and programmes for strengthening 
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a M expanding the cooperative noveiuent. In seveml cases, the employees 

of governBent cooperative departments, are also deputed to work,in coop-

erative societies. If the'various tasks nentione^ above are to be per— 

foraed efficiently, it is essential .that specialization ought to be 

developed amongst the various govemraental personnel by providing then 

with a training suited for carrying out their specific tasks, i'or pur-

poses of Bpecialized training government employees laay be divided into 

the following three categories; . , 

Extension workers and cooperative officers concerned with' legal 

work and the registering and supervision of cooperatives. 

Persons who would be concerned with providing technical advice 

and financial assistance. 

Personnel who Bay be deputed to work as business tianagers in 

cooperatives 

While some loniform training riay be given to all these categories, it is 

essential to enphasise the special aspects .in their training prograraaes 

relevant to the tasks they will perfoira later on. It is also necessary 

to ensure that enployees are not transferred to entirely dissimlar 

jobs, for instance from eztension work to auditing. Transfers shoiiid 

naturally be restricted to allied jobs, 

5.6 Some 'Considerations . 

In South-East Asia, the cooperative training colleges have concen­

trated to a considerable extent on training the employees of govemmenl; 

cooperative departments. ?/hile this is useful in developing conpetence 

amongst the government officers, it is equally necessary to train the 

personnel of the cooperative movement,- Secondly, in several cooperative 

training centres in the Region, officers of government cooperative 

departments and employees of cooperative institutions are given the same 

type of training, ViHiile some unity may be necessary in the training 

provided to the various personnel, it is essential to vary the training 

programmes according to the econotac form of cooperative organization 

concerned and the tasks the personnel will have to perform.' 

4. CONCLUSION 

Member education and employee training are very important in the 

cooperative movement if the cooperatives are to develop on soiwid lines«' 

It has been sviggested that member education should be directed towards 

the realistic education of potential members concerning the benefits 
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of organizing cooperatives and the nianner in which cooperatives should 

be organized and properly managed. Secondly, nenber education shoiild 

ain to develop nomber loyalty and to inform the members on the principles 

and organizational structure of cooperatives and their problems, A 

further important aim is the development of a steady supply of leaders 

from among the elected members, .With regard to the employees,'it was .. 

suggested that the training programmes for them should be organized in 

the context of the types of cooperatives in ¥/hlch they work and the 

tasks they have to perform. In view of this, while some subjects may 

be taught in common to all employees, it is necessary to develop special­

ization amongst the personnel both in cooperative institutions and in 

the goverrmient cooperative departments. The aims of training the 

employees would be to develop skills in them for performing their 

tasks, for developing leadership qualities a,nd instructing them on the 

cooperative ideaology, its organizational structure and the problems of 

the movement. The emphasis on specific obgeqtives would vary depending . 

upon the categories of employees such as junior, intermediate and mana­

gerial personnel. It has been further suggested that the training 

shoiild be job-oriented and should emphasise business management aspects 

for employees of cooperative institutions. 
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INTERNATIONAL LABOUR CONFERENCE 

Recommendation 127 

RECOf4f4ENDATION C0NCERNl^K5 CTHE ROLE OF 
COOPERATIVES IN THE ECONOMIC A^D SOCIAL 
DEVELOPMENI OF DEVELOPI^G COUNTRIES 

The General Conference of the International Labour Conference, 

Having been convened at Geneva by the Governing Body of the 

International Labour Office, and having met in its Fif­

tieth Session on 1 June 1966, and , 

Having decided upon the adoption of certain proposals with re­

gard to the role of co-operatives in the economic and so­

cial development of developing countries, which is the : 

fourth item on the agenda of the session, and 

Having determined that these proposals shall take the form of 

a; Recommendation, 

adopts this twenty-first day of June of the year one thousand 

nine hundred and sixty-six the following Recommendation, 

which may be cited as the Co-operatives (Developing Countries) 

Recommendation, 1966: . 

• - I - SCOPE 

1, This Recommendation applies to all categories of co-opera­

tives, including consumer co-operatives, land improvement co­

operatives, agricultural productive and processing co-opera­

tives, rural supply cooperatives, agricultural marketing co­

operatives, fishery co-operatives, service co-operatives, han­

dicrafts co-operatives, workers» productive co-operatives, la­

bour contracting co-operatives, co-operative thrift and 'i:re-
t 

dit societies and banks, housing co-operatives, transport co­
operatives, insurance co-operatives, and health co-operatives, 

II, OBJECTIVES OF POLICY CONCERNING COOPERATIVES 

2, The establishment and growth of cooperatives should be 

regarded as one of the important instruments -Tor economic, 

social and cultural development as well as htiman advancement 
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in developing countries, 

3» In particular, cooperatives should be established and 

developed as a meeas of -

(a) improving the economic, social and cultural situa­

tion of person of limited resources and opportuni­

ties a.s v/ell as encouraging their spirit of initia­

tive; 

(b) increasing personal and national capital resources by 

tVie encouragement of thrift, by eliminating usury and 

by the sound use of creditj 

(c) contributing to the economy an increased measure of de­

mocratic control of economic activity and of equitable 

distribution of surplus; 

(d) increasing national income, export revenues and em­

ployment by a fuller utilisation of resources, for 

instance in the implementation of systems of agra­

rian reform and of land settlement aimed at bringing 

fresh areas into productive use and- in the develop­

ment of modern industries, preferably scattered, pro­

cessing local raw materials; 

(e) improving social conditions, and supplementing so­

cial services in such fields as housing and, where 

appropriate, health, education and communications; 

(f) helping to raise the level-of general and technical 

knowledge of their members* 

4» Governments of developing coimtries should formulate and 

carry out a policy under which co-operatives receive'aid and 

encouragement, of an economic, financial, technical, tegisla-. 

tive or other character, without effect on their independence». 

5» (1) In elaborating such a policy, regard should be had 

to economic and socialc onditions, to available resources and 

to the role which cooperatives can play in the development 

of the country concerned* 
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(2) The policy should be integrated in development plans 

in so far as this is consistent with the essential features 

of cooperatives ft. ' , 

6» The policy should be kept under review and adapted to 

changes in social and economic needs and to technological 

progress» 

7» Existing.cooperatives should be associated with the for­

mulation a.nd, where possible, application of the policy• 

8«. The cooperative movement should be encouraged to seek the 

collaboration in the formulation and, where appropriate, ap­

plication of the policy, of organisations vjith common objec­

tives, 

9» (1) The governments concerned should associate coopera­

tives on the same basis as other undertakings m th the formu­

lation of national economic plans and other general economic 

measures, at least whenever such plans and measures are lia­

ble to affect their activitiese Cooperatives should also be 

associated with the application of such plans and measures 

in so far.as this is consistent with their essential charac­

teristics o 

(2) For the purposes provided for in Paragraph 7 and Paraw 

graph 9, subparagraph (1), of this Recommendation, federations 

of coopera.tives should.be empowered to represent their member 

societies at the local^ regional and national levels, 

IIIc METHODS OF IMPLEltfENTATION 
;GF POLICY C0NCERNIN3 COOPERATIVES 

A, Legislation 

10» All appropriate measures, including the consultation of 

existing cooperatives, should be taken -

(a) to detect and eliminate provisions contained in laws 

and regulations which may have the effect of unduly restrict­

ing the development of cooperatives through discrimination, 

for instance in regard to taxation or the allocation of licen-
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ces and quotas, or through failure to take account of the spe­

cial chjaracter of cooperatives or of the particular rules of 

operatioh of cooperatives; 

(b) to avoid the inclusion of such provisions in future 

laws and regulations; 

(c) to adapt fiscal laws and regulations to the special 

conditions of cooperatives, 

11• There should be laws or regulations specifically con­

cerned with the establishment and functioning of cooperatives, 

and with the protection of their right to operate on not less 

than equal terms with other forms of enterprise. These laws 

or regulations should preferably be applicable to all cate­

gories of cooperativeso 

12, (1) Such laws and regulations should in any case in­

clude provisions on the following matters: 

(a) a definition or description of a cooperative bring­

ing out its essential characteristics, namely that it is an 

association of persons xvho have voluntarily joined together 

to achieve a common end through the formation of a democrati­

cally controlled organisation, making equitable contributions 

to the capital required and accepting a fair share of the 

risks and benefits of the undertaking in which the members 

actively participate; 

(b) a description of the objects of a cooperative, and 

procedures for its establishment and registration, the amend­

ment of its statutes, and its dissolution; 

(c) the conditions of membership, such as the maximum: 

amount of each share and, where appropriate, the proportion 

of the share due at the moment of subscription and the tire 

allowed for full payment, as well as the rights and duties of 

members, which would be laid dov/n in greater detail in the 

by-laws of cooperatives; 
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(d) methods of administration, management and internal 

audit , ahd procedures for the establishment and functioning 

of competent 5organs J 

(e) the protection of the name ;'"Co-operative"; 

(f) machinery for the external audit and guidance of 

cooperatives and for the enforcement of the laws and regu­

lations, 

( 

(2) The procedures provided for in such laws or regu­

lations, in particular the procedures for registration, 

should be §.s simple and practical as possible, so as not to 

hinder the creation and development of cooperatives, 

13» Laws and regulations concerning cooperatives should 

authorise cooperatives to federate, 

B* Education and Training 

14e Measures should be taken to disseminate a knowledge of 

the principles, methods, possibilities and limitations of. 

cooperatives as widely as possible atmong the peoples of de-

velopinig countries,. 

15• Appropriate instruction on the subject should be given 

not only in cooperative schools, colleges and other specia­

lised centres but also in educational institutions such as: -

(a) universities and centres of higher education}-

(b) teachers* training colleges} 

(c) agricultural schools and other vocational educa­

tional establishments and workers' education centres} 

(d) secondary schools} 

(e) primary schools«. 
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16» (1) With a view to promoting practical experience in co­

operative principles and methods, the formation and operation 

of studeht cooperatives in schools and colleges should be en­

couraged, 

(2) Similarly, workers' organisations and craftsmen's as­

sociations should be encouraged and helped in the implementa­

tion of plans for the promotion of cooperatives, 

17.. Steps should be taken, in the first place at the local 

level, to familiarise the adult propulation with the princi­

ples, methods and possibilities of cooperatives» 

18, Full use should be made of such media of instruction as 

text-books, lectures, seminars, study and discussion groups, 

mobile instructors, guided tours oĴ  cooperative undertakings, 

the press, films, radio and television and other media of mass 

communication. These should be adapted to the particular con­

ditions of each country,. 

19» (1) Provision should be made both for appropriate techni- • 

cal training and for training in cooperative principles and 

methods of persons who will be - and, where necessary, of 

persons who are - office-bearers or members of the staffs of 

cooperatives, as well as of their advisers and publicists, 

(2) Where existing facilities are inadequate, specia­

lised colleges or schools should be established t|<p provide 

such training, which should be given by specialised' teachers 

or leaders of the cooperative movement with teaching mate­

rials adapted to the requirements of the country? if such 

specialised institutions cannot be established, special cour­

ses on cooperation should be given either by correspondence 

or in such establishments as schools of accountancy,t schools 

of administration and schools of commerce* 
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(3) The use of special programmes of practical training 

should be one of the means of contributing to the education 

and basic and further training of members of cooperatives; 

these programmes should take into account local cultural̂  

conditions, and the need to disseminate literacy and know­

ledge of elementary arithmetic. 

C* Aid to Cooperatives 

Financial Aid -

20, (1) Where necessary, financial aid from outside should be 

given to cooperatives when they initiate their activities or 

encounter financial obstacles to growth or transfortsa tion, 

(2!') Such aid should not entail any obligations contrary 

to the independence or interests of cooperatives, and should 

be designed to encourage rather than replace the initiative 

and effort of the members of cooperatives, 

21» (1)-Such aid should take the form of loans or credit gua­

rantees, 

(2) Grants and reductions in or exemptions from teixes nay 

also be provided, in particular, to help finance •» 

(a) publicity, promotional and educational campaigrisj 

(b) certain clearly defined tasks in the public inte­

rest, 

22, Where such aid cannot be provided by the cooperative 

movement,it should preferably be given by the State of other 

public bodies, although it may, if necessary, come ^fxom pri­

vate institution. Such aid should be coordinated so ks to 

avoid overlapping eoid dispersal of resources, 

23, (1) Grants and tax exemptions or reductions should be 

subject to conditions prescribed by national laws or regula­

tions and relating in particu;fei r to the use to be made of the 

aid and the amount therofj the conditions.of loans and credit 
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guarantees may be determined in eaah case, 

(2) The competent authority ̂ should ensure that the use 

of financial aid and, in the case of-̂ a loan, its repayment, 

are adeijuately supervised, . 

24, (1) Financial aid from public or semi-public sources 

should be channelled through a national cooperative bank or, 

failing that, a.nother central cooperative institution capa­

ble of assuiaing responsibility for its use and, where Appro­

priate, repayment J pending the establishment of such ivB titui­

tions the aid may be given directly to indxvidual cooperatives, 

(2) Subject to the provisions of Paragraph 20, subpara­

graph (2), of this Recommendation, financial aid from private-

institutions may be given directly to individual cooperatives» 

Administrative Aid -

25* While it is essential that the management and administra­

tion of a cooperative be, from the outset, the responsibility 

of the members and persons elected by them, the competent 

authority should, in appropriate cases and normally for an 

initial period only -

(a) assist the cooperative in obtaining and remunerating 

competent staffj 

(b) place at the disposal of the cooperative persons com­

petent to give guidance and advice, 

26, (1) Generally, cooperatives should be able to'obtain gui­

dance and advice, which respect their autonomy and the res­

ponsibilities of their members, their organs and their staff, 

on matters rela.tinu to management and administra.tion, as well 

as on technical 'matters, 

(2) Such guidance and advice should preferably be given 

by a federation of cooperatives or by the competent authority. 
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D» Supervision and Responsibility for Implementation 

27» (1) Cooperatives should be subject to a form of supervi-

sion designed to ensure that they carry on their activities 

in eonforniity vdth the objects for which they were established 

and in accordance with the law» 

(2) Supervision should preferably be the responsibility 

of a federation of cooperatives or of the competent authority* 

\ ' 

28», Auditing of the accounts of cooperatives affiliated to a 

federation of cooperatives should be the responsibility of 

that federation! pending the establishment of such a federation, 

or where a federation is unable to provide this service, the 

competent authority or a qualified independent body should as­

sume the task* 

29» The measures referred to in Paragraphs 27 and 28 of this 

Recommendation should be so planned and carried out as to •• 

(a) «?nsuire .good TPanagement ard administration of cooperativesj 

(b) protect third parties;; 

(c) provide an opportunity of completing the education and 

training of the office-bearers and members of the staff 

of cooperatives through practice and through critical 

examination of mistakes* 

30* (1) The functions of promoting cooperatives, providing 

for education concerning cooperatives and for the training of 

office-bearers atnd members of the staff of cooperatxyes, and 

giving aid in their organisation and functioning, should 

preferably be performed by one central body so as to ensure 

coherent action., 

(2) The performance of these functions should preferably 

be the sesponsibility of a federation of cooperatives; pend­

ing the establishment of such a body the competent authority 

or, where appropriate, other qualified bodies, should assume 
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the task* 

31» (1) The functions referred to in Paragraph 30 of this Re­

commendation should, v/herever .possilale, be discharged as ful-

time work» 

(2) They should be performed by persons v/ho have received 

training specifically directed towards the exercise of such 

functions} such training should be provided by specialised 

institutions 5or, wherever suitable, through specialised cour­

ses in schools and colleges referred to in Paragraph 19 df 

this ReCommeiKiation* 

32^ The competent authority should collect and publish at 

least once a year a report and statistics relating to the ope­

rations and growth of cooperatives in the national economy» 

33, Where the services of federations of cooperatives or of 

other existing institutions cannot adequately meet the need 

for research, exchanges of experience and publications, spe­

cial institutions, serving the entire country or several re­

gions, should, if possible, be established*' 

IV. INTERNATIONAL COLLABORATION 

34 (1) Members should, to the greatest extent possible, colla-

bbrate in providing aid and encouragement to cooperatives in 

developing countries. 

(2) Such collaboration should be envisaged — 

(a) between developing countriesj 

(b) between countries of a particular region, espe­

cially within the framework of regional organi­

sations, where such existj and 

(c) between countries with an old-established coope­

rative movement and developing countries«, 
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(3) As appropriate, the help of national cooperative or­

ganisations should.be enlisted for such collaboration, and 

use should be made, particularly with a view to the co-ordi­

nation of ipternational effort, of international cooperative 

organisations and other interested international bodies. 

(4) The collaboration should extend to such measures aes -• 

(a) the increased provision of technical assistance to the 

cooperative movement of developing countries, whereveri 

possible in the form of coordinated programmes involving 

different agencies, both inter-governmental and non-go­

vernmental j 

(b) the preparation and supply of information, textbooks, au­

dio-visual aids and analogous material to assist in the 

drafting of legislation, in instruction on cooperation 

and in the training of office-bearers and qualified staffs 

of cooperatives J 

(c) the exchange of qualified personnel} 

(d) the grant of fellowships; 

(e) the organisation of international seminars and discus­

sion groups J 

(f) the inter cooperative exchange of goods and services} 

(g) the initiation of systematic research into the structure, 

working methods and problems of cooperative movements in 

developing countries, 

V. SPECIAL PROVISIONS COICERNINS THE ROLE 
OF COOPERATIVES IN DEALING VJITH PARTICULAR PROBLEMS 

'I 

35* It should be recogniesed that cooperatives may, in cer­

tain circiomstances, have a special role to play in dealing 

with particular problems of developing countries* 

36* Suggestions illustrating the use which ma y be made of 

various forms of cooperatives in the successful implanenta— 

tion of agrarian reform and in the improvement in the level 
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of living of the beneficiaries are set forth in the Annex to 

this Recoraraandation*, 

! 

A- N N S X 

1» In view of their importance as a means of promoting ge­

neral economic and social progress and as a means of directly 

associating the rural population with the development pr6cess 

as well as in view of their educational and cul>1tural value^ 

cooperatives should be considered as having a vital role to 

play in prograimmes of agrarian reform* 

2» Cooperatives should be used as a means of assessing the 

problems and interests of the rural population in the plan­

ning and preparation of agrarian reform measures» They 

should also serve for channelling information among agricul­

turists and making.the purpose, principles and methods of such 

reforms understood, 

3» Particular attention should be paid to the development 

of appropriate forms of cooperatives adapted to the various 

patterns and phases of agrarian reform. They should enable 

cultivators to operate holdings efficiently and productively 

and allow for the greatest possible initiative and participa­

tion of the membership, 

4» Where appropriate, suitable-voluntary forms of coopera*» 

tive land use should be encouraged. These forms may range 

from the organisation of certain services and fanning opera­

tions in common to the complete pooling of land, labour and 

equipment, 

S» VJherever appropriate the voluntary consolidation of 

fragmentary holdings through cooperatives should be encouraged, 

6, In cases where measures are being envisaged for the 

transfer of ownership or division of large estates, due con­

sideration should be given to the organisation by the benefi­

ciaries of cooperative systems of holding or cultivation. 
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7» The establishment of cocperiati'̂ es should also be consi­

dered in connection with; land settlement schemes, especially 

as regards land reclamation and improvement measures and the 

organisation-of joint a-ervices and joint farming operations 

for settle xs\ 

8» Development of cooperative thrift and credit societies 

and cooperative banks should be encouraged among the benefi­

ciaries of agrarian reforms as well as among other small far-

mers for the purpose of -

(a) providing loans to cultivators for the purchase of equip­

ment and other farm requisitesj 

(b) encouraging and assisting cultivators to save and accumu-

la te capital! 

(d) advancing loans to, and promoting thrift among, agricul­

tural families, including those of hired workers, who normal­

ly would not have access to established sources of credit^ 

(d) facilitating the implementation of special governmental 

credit schemes through an efficient channeling of loans 

to beneficiaries and appropriate supervision of the use 

made of such loans and of their timely reimbursement. 

9* The development of supply, marketing or mult i-purpose 

cooperatives should be encouraged for the purpose of -

(a) the joint purchase and supply of farm requisites of good 

quality on favourable terms j 

(b) the supply of basic domestic requirements for all catego— 

ries of agricultural workers} ^ 

(c) the joint conditioning, processing and marketing of agri­

cultural products, 

10» Encouragement should be given to the development of 

cooperatives providing farmers with other services such as 

the joint use of farm machinery, electrification, livestock^ 

breeding, the provision of veterinaKcy and pest control ser­

vices, facilities for irrigation, and crop and livestock 

insurance. 
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11» With a view to improving emplo5mient opportunities, 

working^cbnditions and income, landless agricultural workers 

should be assisted, where appropaciate, to organise them­

selves voluntarily into labour contracting cooperatives* 

12» Agricultural cooperatives of different localities lin 

areas in which agrarian reforms are being implemented should 

be encouraged to combine their activities where this is eco­

nomically advantageous ft 

13» Due consideration should also be given to the encou­

ragement and development of ^ther types of cooperative acti­

vities providing full or part timei non-agricultural employ­

ment for raembers of farmers* families (for instance, crafts, 

home or cottage industries) adequate distribution of consu­

mer goods, and social services v;hich the State may not al­

ways be in a position to provide (for instance, health, edu­

cation, culture, recreation or transport) » '• 

14» The interchange and dissemination of information on 

the methods, possibilities and limitations of cooperatives .-

in relation to agrarian reform should be encouraged by all 

possible means so that the experience may be made available 

to the largest possible number of countries, 

—». oOo - — 

/6 mr 
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ASIAN COSfFERENCE ON COOPERATIVE MANAi 

December 1-6,1975 
Philippine Village Hotel Manila, Philippines 

C L 0 S I N G ? "R 0 G R A M 

Thursday, Dec, 4, 1975 

3:00 PcM. 

ALDiffiSS Dr„ Orlando J . Sacay 
Undersecre tary f o r CooperatiTes 
Developnentj Departnent of l o c a l 
Governaent &. Coiiuimity Developnent 

ChairuiiaijAdvisory Board, MTAP 

I¥TEK.iISSIOH 

VOTE OP THAIWCS 1, Mr<. E.G.Tlwari 
P r s s i d c n t , n a t i o n a l CooperatlTe Union of 
I n d i a c: ICA Coujicil Meuber 

2 , Mr. Chong Thin Huatt 
General Manager, Cooperative Snpexmarket 
Socie ty l t d , j Kuala Lisapur, Malaysia 

5 . Mr, P.E.Weeraaan 
ICA He/^ional D i r e c t o r fo r South-East Asia 

::10SI1IG BSfLlEICS A t t y . Eienvcnido P .Eaus t ino 
ICA Coviacil Menber 

C onf e renc e C heii m a n 

Sponsored by; ICA RO a EC • Advisory Board, MTAP Philippine ICA Members 
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SUBJECT t STUDY VISITS, December 5 and 6, 1975 

TO ALL PARTICIPAlTTS/OBSMVEESs 

Following is the schedule- of the study visits for participants and 
observers of the Asian Conference on Cooperative Ifenagement, 

DECEMBER 5 STUDY VISITS 

75 00 Departure from hotel 

8s 00 Arrival at Los Bancs 
Brealcfast 
Host; AGCI 
Visit to, and briefing on.Agi'ici^'tural Credit 
and Cooperative Institute and Int'l, Rice 
Research Institute activities, tour of UPLB 
Compound' 

12!00 Departure from Los Sanos 

12:15 Lunch at Cafe Valenzuela, Calamba, Laguna 

1:30 Departure for Tagaytay City 

5:00 Sightseeing in Tagaytay and shacks . •: 

5:00 ' Departure from Tagaytay 

6:30 . Arrival at Philippine Village Hotel 

DECEMBER 6 STUDY VISITS. C0MTII\[UED 

8:00 Departure from hotel-

8:45 onv,?ards Visit to UP Consumers Cooperative and UP Compound} 
CISP, CMSP, G-MCC, UST Cooperative and U.S.T, 
Pacilities • 

12:00 onwards Lunch at Luau Eesta-urant 
Eort Santiago, CixLtural Center, Rizal Park, etc, 
and Shopping Centers (Hfekati) * 

6:30 Baefe: to.hotel 

The areas to be visi.ted will allow participants to do some shopping. 
In addition, we have Specifically scheduled the afternoon of December 6 
• as shopping time for. all interested parties. 

We vrould like \o conduct the -visits punctually, according to schedule, 
and we are solici.ting your cooperation in this regard. 

BM P. PAUSTINO 
Conference Ohaiman 


