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ASIAN CONFERENCE ON COOPERATIVE MANAGEMENT
December 1-6, 1975
Philippine Village Hotel, Manila, Philippines

OPENING CEREMONIES

December 1, 1975
9:00 — 10:00

National Anthem

Atty. B. FAUSTINO

Welcome
ICA Council Member
from the Philippines
Remarks Mr. P. E, WEERAMAN

ICA Regional Director
for Southeast Asia

Hon. ORLANDO J. SACAY

Undersecretary, Dept. of Local Government
and Community Development

Introduction of Guest Speaker

Hon. BLAS F. OPLE
President, International Labour

Organization( 1LO)
Secretary of Labor

naugural Address

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 welcome remcrks by Atty, Dienvonids P, Faustino, ICA
Council Member from the Philippincs,

In many ports of the world todoy, and especially in the Southeast
Asian region represented today in this Asian Conference on Cooperative
Managzenent where fourteen countries, from Australia on one end to Iran
or: the other, are participating, there is taking place n very welcoue
upheaval, so to sgpeak, in the attitudes and outloocks of people, in
national directions, in long-range developmental plamning, in overall
gocial orientation, the one single outstanding feature of which 1s the
paranount importance placed on social growth as a cornerstone of develop-—
nent, and which L c¢on best describe, for want of a better temm, as
cooperative ferment,

Awazre as the people in this region are the economic and social
imbalances prevalent in msny areas, cooperatives in these places are now
being regarded and looked upon o najor factorg in national development
gtrategies. The potential of cooperatives to bring about equalization
meazsures -~ urgently needed, in varying degress, in all developing
econories, is now recognized and ackmowledgeds 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 it is meant %o
comexist, From this has come the feeling that as avidly as one studies
cooperative ideoclogy, parallel. studies must be done aimed at not only
preserving but also safeguarding the system through efficient business
nanagenent of its affairs. This, I feel, is the reason the movencnts
in our respective countries Telt that an Asian Confersnce such as the
one being opened today was needed. This is also the reason why the
keynote address which follows after the opening ceremwonies has for its

central thene the role of management in the modern worlds

We in the Philippines are very glad, and certainly feel very
honored, to be the local hosts of this conference, We nave selfish
reasons,to be very glad becouse it means, for one, that we shall have
within the next four days the benefit of the varied and wide-ranging
expertise, lmow-how =nd experience accurulated in this hall today. There

is no speedier, umore effective learnming process than interpersonal
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contact and direct, persons to person exchange of views and outlooks,
Egpecially in the managenent field, there is nothing nore effective than
shared experiences, which after all is the very essence and purpose of

any confervence of this natﬁre.

Por another, it means for us the valuable oprortunity to show you,
especially those who are coming here for the first time, what our country
looks 1ike, and its people, aad our ways of life and in the cooperative
Tield, to share with you whatever modest advances we have in our own very
limited way achieved, in the hope that this may be relevant and of sowme
help to your owm respective movements, We don't lmow whether it will,
but in the sane nanner that we keenly looking forward towards learning

from you, we are, in = reciprocal manner as keen to offer what we can.

And this goes not only for cooperative interchange, We shall try
to make your stoy here ag plessant and as comfortable as possible,
Unfortunately, the timetables of this conference have been go ltelescoped
that within the very short span 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 olclock in the evening, and
2l least in the case of the third day, ending as late as 9:30 in the
evehing ag you will scon see if you tzke a2 look at the printed progromme

of activities digtributed to you earlier today,

Thig is perhaps a strange way of saying welcoite to you in the same
breath saying that in the next four days, you, we, shall be working very
hard, We trust, however, that we will be able to make up for this in some

other way, in a number of other ways iu the true spirit of cooperation.

# i i
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Excerpts of the introductory remarks by Dr., Orlande J, Sacay, Undersecretary
for Ccoperatives; DIGCD, in presenting Sec, Blas Ople of the Department of
Labor, principal guest at the opening ceremony, Asian Conference on Coop-
erative Manogement, FPhilippine Village Hotel, December 1, 1975,

Distinguished guest speaker, Mr, Weeramen and Mr, Rana of the IC4,
Mr, Kularajah of Malaysia, Mr, Faustino, ny friends and colleagues in the
cooperative novenents in this part of the world, experits, resource
persong, and cooperative” enthusiasts who have cone here from different
novenents as far away as the other countries of Asia, the Middle East,
and the West, friends, ladies and gentlenen, :

I ann deeply honored.to be able to perfom the very pleasant task of
introducing to you today our inaugural speaker for this occasion which
narks the opening of the Asian Conference on Cooperative Managenent,
Before doing so, however, I would like to say a few words of welcoue to
all of you and especially to those of you who have travelled for and wide,
taking time out of your very busy schedules, to be able to visit our
country, and poarticipate in this conference which is a historic first for
us, I wish all of you a pleasant stay, and I sincerely hope your stay
with us will 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 nost accurate way of introducing hin to you.

Starting Tron o career which saw hin first as o practising
journalist, political writer and amalyst in various Philippine nedia in
the early 1950!'s, and at Beme later stage a practitioner in publie
relations, his stint in fthe government service has ranged from technical
assistant on labor and agrarion zffolrs To the late Presgident Magsaysay
in 1953, then Assistont to the President and Commissioner of the Social
Security Systen in 1966 -~ 1967, and sfterwards Secretary of Labor, a
pivotal position in the overall govermment progran which he occuples up
to the present tine, alongside warious other key positiqns he holds in
governent, :

It was in this latter capacity that he represented the Fhilippine
governmment in the 60%th Session of the International Lsbour Conference
held in Geneva, and garnering honors for his country as usual, was elected

to the very prestigious position of President of the ILO, an ageney of
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the United Fations that has gone very strong over the past several years
for the prouction and encouragement of cooperatives, especizlly in

developing couniries,

Cooperatives are made up of people, concerned about people, exist
for people, are run and administered by and for the people who make up
its membership., Social in orientation ond egalitarian in purpose amd
objective, cooperatives by far have béen knovwn %o be the only economic
institution with neaningful socisl content,

To all of you who, I lmow, are believers and practitioners of
cooperation, bthe best way in which 1 czn perhaps introduce cur inaugural
speakers is that HE IS5 ONE OF T3,

Ladies and Gentlemen, Secretary of Iabor DLAS F, OPIE, President
of the ILO.

#o# #

/rsg
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KEYROTE ADDRESS AT THE OFENING CEREMONIES OF THE ASTAN CONFERENCE ON
COCPERATIVE MANAGEMENT, PHILIPFINE VITIAGE HOTEL, DECEMBER 1, 1975,
9100 A.M. by SEC. BIAS I'. OPIE, SECRETARY OP IABOR,

The Pnilippines 1s 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 kmow I speak for the entire
Pilipino people in extending to you all a waxn and fratermal welcone,

Of course, every developing country in Asia is a cooperative frontiexr,
but the cooperative movenent in this country has indeed become a most
exciting new frontier which is increasingly involving millions of people

in the process of social and econoile developaent,

One of the most notable events of the pagt three years since
Pregident Ferdinand E, Marcos inaugurated a New Scciety is thab
cooperativisn has risen from a minor to a major key, from a token level
to a nass novenrlent, Perhaps no national leader since the labte Jawshardal
Nehru of India has identified himself more closely with the cooperative
novenent than the incumbent President of the Philippines.

The Government's Agrarian Reform progren has broken up the big
lended estates in rice and corn, thus breaking the backbone of cenBuries—
old feudalien in the countryside,Presidentinl Décres: 27 ‘trensfers about
one million hectares of rice and cornﬂland to the tillers through a
aystem of amortizing ownership financed by the Land Bank of the
Philippines, In the wake of these structural changes, it has becone
necessary %o supplant the power and facilities of the landlords, with
the power and facilities of the people., The answer to this is a nation-
wide cooperative movement, which today is growing healthy rcots in nany
of the villages all over the country — a tribute also to the unwavering
devotion of cooperativiem's foremost exponents in the Philippines such
as Secretary Jose Hofio and Undersecretary Orlando J. Sacay of the
Department of Local Governments and Community Developnent,

Moxeover, by organizing on both village, district and national
levels, the cooperative movenent has become a major social and political

force capable of exerting pressure on policy choices and directions,
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I heve no doubt ipn @y nind that ag the cooperatives flourish in
the rural areas, the urban~based workers will be inspired to follow,
Today, more and nore trade wrions in the cities and towne are formming
their ovm cooperatives cnd the imminent orgonization of a unificd
national labor center on December 14 will, I feel sure, provide a strong

inpetus to the cooperative movenment in the urban sector.

In recognition of this trend, the President of the Philippines has
directed the Department of Tabor, in conjunction with the Social Security
Systen and the Govermuent Serxrvice Insuronce System, to lay the basis
for the formation of a Workers Bank which will specialize in finaneial

assistonce to cooperctives,

The Philippines, of course, is no exception to developing countries
which today sre groping for innovabive and effective foms of nobilizing
the population for development objectives, The trade unions of course
constitute a major outlet for popular participation in business and
industry., The barangays -~- the nane we give to the organizations of
the people in every village and in every city block -~ constitute
a new and dynamic organ of popular porticipation in public affairs,.

But 1% seensg to ne by far the most provising chammels for popular
nobilization in the interest of accelerated econonmie and social develop-
rient is ‘the cooperative movement, which is capable of releaging and
directing vast energies of millions of farmers, workers and consuners

in the entire society,

Hever before has the cooperative movenent achieved such a

pervasive impact on Philippine society, but especially in the countryside,
However, == and I think the architects of the cooperative progra,
notable Undersecretary Orlando Socay agree with this -~- the outcone of
this great experiment with economic and sccial cooperation renains in
doubt, The path of cooperativiem in the Philippines, as it must be in
other developing countries, is littered with endless frustrations that
alwoys started as noble intentions, We therefore feel we nust tenper

optinisn with cautious reslisn, even a good 2ose of skepticlsm,

7



S5till I think we have emerged stronger in the cooperative field
because we decided to use our migtakes to instruct us, no less than the
successes, 1 think we now realize that a national cooperative movement
will suecceed where the following conditions are present (in the context

of an Asian developing country):

First, a land tenure system such as tenancy which penalizes
initiative and rewards idleness and paragsitism is incompatible with the
cooperative novement; only free famers owning or nanaging their own

lands will have the nmotivation to join and lead cooperatives,

Second, the cooperative novenent must be able to realize econonies
of scale through district; regional and nationwide organization with

access to both financing znd policy inputs,

Third, a sustained year-round educatiounl campaign not only at
leadership levels, but also at village levels, is necessary 0 sustain

the climate of high notivation.

Fourth, the Government must indeed build the cooperative priority
into its economic and social development plans and allocate to it the

highest possible prioriity,.

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

major_strategy for rural mobilization and national development,

Sixth, the cooperatives must be able to draw upon adequate

resources for continuing nanagenent developnent,

I think that on this occdsion, the representatives of the cooperative
roverient in Asioc sre more imnediately concerned with the last and by no
neans the least factor, Certainly, cooperatives, as econoric enterprises,
must be clearly understood to be bound by the test of econcnie perforﬁance
o8 well as by the test of service to its neumbers., And economic performe

ance requires, as its minimmm condition, good namnagenent,
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I think one reason cooperatives fall is because of the insbility
and the unwillingness of its nenbers to meet the test of econonic
perfomance, The very nobility and unselfishness of its conception
makes the cooperative peculiarly vulnerable to economic complacency,
For this reason it is all the nore nscessary to expose cooperative
leadership and cooperative managenent to the principles of sound orgonie
zation and the tools of nodern menagenment involving production, finance

narketing and other dinensions of economic performance,

I2 the cooperatives arve umwilling to be judged by the profit test —
the realization of investible surpluses that will sustain continuing
growth - then some other perfomiance test wust be institubed in its
place which will achieve the sane disciplinary effect, There is no
escaping, nevertheless, the fact that a cooperative will be directly
cosmensurate $o the gquality snd skill of its nanagenent as well as the

loynl support of its nembers,

Indeed, developing nations inereasing realize the fact that the
degree of economic and social growth attained is perbaps a function of
the quality and quantity of mamagenent actually delivered to the country,
This is true whether we speak of the administrative effectiveness of
the Government or of the public institutions such as universities,
hogpitals and research centers, or of the business and indusirial world,
Managenent ig the key by neans of whieh potentials in human and natural

resources are converted into genuine assets for development,

The achievenent of high quality nonagenment in the cooperative
novenient will gusrantee its performance not only as an econoniic but also
as a social democratizing force, In thus neeting here to discuss the
relevance of the latest mnonogenent  principles and techniques to the
cooperative novenent, you are engaged in fact in @ ncst inportont under~
taking which can elevate the whole clinate of ngnagenent developnent

for cooperatives in Asic,

el
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Every country in the region, I an sure, can contribute
valuable perceptions and insights based on 1its own experience which =
can slgnificantly enrich your collective understanding of the gubject
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 movenent in all of our countries, I wish

you a most pleasant and productive conference,

Qs e Qb ()
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Progran‘

Monday, 1st December

9:00 — 16:00 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 the Modern World”
~ 11:30 — 1:30 (luach break)

Marketing Management

1:30 — 2:15 Leciure; Dr. FABIAN A, TIONGSON
{ADA, U.P. at los Banos
Celiege, Laguna, Philippines

2:15 — 2:45 Lecture: Mr. LM. V. DE SILVA
Chairman, Sti Lanka Cooperative Markefing
Federation, Coop Square, 127, Grandpass Road,
Colombe 14, Sri Lanka

2:45 — 3:30 Discussions
3:36 — 4:00 (break)
4:60 — 6:00 Discussions confinued

Tuesday, 2nd December
Finaneial Management

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

)3:45 — 9:15 Lecture; Atty, FLORENCIO B. ORENDAIN
President, Philippine Shares Corporation
BF Condominiums, Aduana, Manila, Philipnines
9:15 — 10:00 Discussions
10:30 — 11:00 (break)
11:00 — 12:30 Discussions continued
12:30 — 2:00 (lunch break) |

Personmel Managemendi

2:00 — 2:43 Lecture: Dr. M. K. SHAH
FAQ Preject Manager /Daicy Development
Adviser, Bangladesh

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

3:15 — 4:00 Discussions

4:00 — 4:30 (break’

4:30 — 6:00 Discussions continued
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Activities 11

Wednesday, 3rd December

Communications and Communication Procedures

$:60 — 8:45 Lecture: Mr. GOTTE LEVIN
(ILO Expert, NCCF
New Dethi, India

8:45 — (0:15 Lecture: Mr. N. VEERIAH

Director, MCIS, Kuala Lumpur
Malaysia
9:15 — 10:30 Discussions

10:30 — 11:00 (hreak)
11:00 — 12:30 Discussions continuad
12:30 — 1:39 (lunch break:

Public Relations

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

Why Cooperative Educalion

2:15 — 3:00 Lecture: Mr. J. M. RANA
Director {Educatien], ICA RO & EC
Mazw Delhi, India

3:00 — 4:00 Group discussions

4:00 — 4:30 (break)

4:30 — 6:00 Group discussions coniinued

6:00 — 7:30 (dinner break)

7:33 — 9:30 Group discussions continued and drafting

of recommendations

Thurday, 4th December

9:30 — 11:30 Pl2nary session for eonsideration of group reporis
11:30 — 11:45 {break)

11:45 — 12:30 Plenary session continued

12:30 — 2:00 {lunch break)

2:00 — 5:00 Final plenary session

Fridzv, 5th December — Siody 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,
GRAMACQOP
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General Manager
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Railway Cooperative Thrift and Loan
~ Society Itd,

Kuala Tumpur

Mr, 5, Thiagsrsjsh
Railway Coop. Thrift and Loon Society, Itd,
Kuala Iunpur

Mx, Foo Hon Hgoon
Railway Coope Thrift and Loan Society, Litd,
Kuala Tumpun

bMr, Mohd, S_ahari B. Wass
Railway Coop. Multi Purpose Society
Melayu, Jalan Hishanuddin, Kuals Iumpur

Mr. Mohd, Yusoff B, Mat Esa
Roilwoy Coop, Multi Purpoge Sgclety
Meloyu, Jalan Hisharmddin, Kuala Lumpur

Mr, Chan Kin Beng
Railway Coop. Multi Purpose Society
Helayu, Jalan Hisharmddin, Kuala luapur
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364

57

38
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Mr, Lin Say Hock
Railway Coop, Multi Purpose Society
Melayu, Jalen Hishanuddin, Kuala Lunpur

Mr, N, Ganapathy
Minlabour Coop. Thrift and Loan Society
51 Bd, 14/26, P, Joyua, Selongor, Malaysia

Hr, ¢, Thanapalasingsn
Midlands Coop. Union ITitid,
No, 11 Road 12/10, P,J. Malaysia

Mr, Doyvid Bhoo Thian Seng
Midlands Coop. Union Litd,s

105 Jalan Ayexr/Pawas, Setapak
Kusla Iumpur, Malaysia

Mr, ibdul Kadir B. Md, Noorx
Penang Poxrt Comuission Coop, Society
333 H Sg, Glugor, Penaong, ialaysia

Mr, Abdullah B, Hj, Mohd, :
Chief Clerk, Penang Port Cormission Society
33, Minden Hts, (1 s Glugoxr

Penong, Malaysia

Mr, Boey Foong Fhin

Penang Port Conmission Coop,. Society
5 Minden Hts, (2}, 86, Glugor
Penang, Malaysia

Mr, ¥, Logenathan
Penang Port Commigsion Coop. Society
Penong, Malaysia :

iir, Ho Wah Chiew
Pgnang Teachors' Coop. Socicty, Ltd,
3, Free School Road, Penang, Welaysla

Mr, S, Renasany

Penang Teachers! Coop. Society, Ltd.
4525 Jalan RHaja Uda, Bubtberworth
Penang, Malaysia

Mr, Fong Ah Ngoh KM
N.E.Bs Coope Thrift and Loan Society
10, Road 14/49 Petaling Joya, Malaysia

¥r, ihdul Aziz B, Abh, Roni
HeCoIle3, Linited
Malaysia
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524
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Mr, K, Eabindranath

Asst, Mensger, Malaysian Cooperative
Printing Press

7%, Jalan S8 2/4 A, P, Jaya

Peninsular, Malaysia

Mr, Lee Ah Teng
Johore Cooperative Union ILtd,

Mr, K. Paranes Varch
Railway Coops. Thrift and Loan Society
Kuala Iumpuxr

Mr, Jalolludin Hj. Kassin
8Y K/Sann J/C Polis Diraja

Mr, P, Durairaju

Socfin Enployees Coop. Thrift -
and Loan Scciety

SOCfin GO., Bldc, 0. Box 330

Kuala Iumpur, Malaysisa

Mr, Hui Weng Chee

M.C,T.S. Linited

No, 5, Jalan Kepah, Kuals Iumpur
1708, Malaysia

Mr, Ko Ko V, Singan
M.C,I.3,. Linited

Wr, Abu Bakar B, Mohd, Ariff
FoCaoIWS, Limited

Mr, Reji Bin Hasi A1l
M,Cola D, Tirited

MI‘. N. Veeriah

WMaCul S, Limited

Noa 3, Road 3, Ticng Nan Settlenent
Kuala Iumpur, Malaysia

Mr, A, Siva Peruinl

Cooperative Printing

Noe 25 Jalan Telawi, Bangsar Baru
Kuala Tampur, Malaysia

Hr. 8. M. Ratnan
M.C.I.3. Linited
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Mr, E. R, A. Joseph
MeColoBi ldnited -

58« M1, B, V. Ganeson

56¢

57

584
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60,

fLe

62

65

Supexrvising Dev, Manager
MaC.I.So Llrlited.

C~15 Jalen Kuentan
Terierloh, Bahang

Atnad T, Bin Abdul Malek

Manager

Ragnla Maloysian Police Coop

7422 Tanan Selayan Bazu

8th Mileg Ipoh Road, Kuala Iumpur

Wr, Loo Chork lee

Accounting Officer

MUCQIQS. Ilitll'tEd

¢/0 36 Jalan Anpang, Kuala Dumpur

Mr, Deepok Prasad Dhungal

Divigional Chief

Ingititutional Division

Agricultural Developnent Bank

Central Officey; Pharm Path, Kathnandu

Wr, N, B, Shah

doint Secretary

Ministry of Lend Reforuis

His Majegtyls Govtt, of Nepal
Kathnandu

Mr. Syed Muheruedadig Shah

Mermber, Executive Commxittee

West Palkisgtan Cooperative Union

11 Masson Road, P.0. Box 905, ILehore

Mr, Camelo S, Alles
Buhi Rural Social Dev. Center
Buyhi, Canarines Sur

Mr, Benedicto Allanigue

Rizal Fed, of Cooperatives
San Juan Municipal Bldg. Anunex
San Juan, Rizal

Dr, Pilenion de lag Alas
UST Graduste School
UST, Egpafin, Manila
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75,
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77
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Mr s Manuel 7, Alonso, Jr,
VICTO, Cebu City

Mr, Antenic A, Lxcellana
Coop, Marketing System ¢f the PhllS.

18

Dela Merced Bldg;,West Ave,.Quezon: City .

Mz, Lenadrito Je« Asunscion, S,
JaiwAlai Cocperative

Taft Ave,, Maniia

Mr, Camilc D. Buntacg
Coope Unicn of Buk can
Bulkcan

Zngr. Jose M, Belen
MBC Federation of Cooperatives
Cagayan de Oxo City

Mr, Felix A. Borja
Coop. Unicn of Cemarines Sur

Mz, Cellong Campos

Benguet Faderation of Coops

¢/o Rishop Eecidence, Baguio City
Jose T, Castro

Coops. Marketing Bystem of the Phils,
Dela Mercad Bidg, West Ave, Juezon City

Sis. Leontina Castillo, OSA
La Consclacion Ceonvaent
Pinkgl sbanan,; San Juan, Rizal

Mt. Merdine K. Cua
Southern Phil. Coop. Education Center
142 Rurgoes st., Cagavan de Ore City

Mr. Emelite P, Dimaano
BEeoncmic Develeopment Foundation

Mr. Mateo &, Esguerra
Phil, Ccllegz of Comnerce
Lepanto St., Smmpaloc, Manila

Atty. Jose Gonzaga
Coop. Insurancs Cystem of the Phils,
Dela Merced Eldg, Wdst Ave, uezon City

Mx, Geraxde V., Gaco _
Morwcedec, FMiA, Fort el Pilar
Baguio City

Mr, GCaudencio E, Eernandez
Coop, Unicn of Ratangas
Batangas, Hetangas
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91,

Mr, Jose &, Huang

PHILIMEX. Cooperative

248-10t] Ave. Cor, Ilang-Ilang
Grace Park, Caloocan City

Mr. Ieconcio M, Janora, Jr,

Fed, of Coops Credit Union of Neg. Occ,
19 Ruby St., City Heighte Subd,
Bacolod City

Mr, Ariosto Llanas
Quezon Ped, of Cooperatives
Tncena City

Col, Arcadio 3, Lozada
PHIICUL, Xavier Ville Village
Chico St., Quezon City

Mr, Cesor Momwihas
Canarines Norte Coop. Union
Dulongbayon, Daet, Canarines Norte

Mr, Antonio Monikan
KXBz0, Candelaria, Zeribales

Mr, Vicente A, Martires
Advigory Board

‘155 K-8 5t,, Kanias Dist.

Quezon City

Mr. Manuel T, HMedina
Coop, Insurance System of the Thils,
Dela Merced Bldg., West Ave., Quezon City

Atty, Alejandyo M, Mirasol
AMCL, Camia Road, Capitolville,
Bacolod City

lir, FPhilip Mabanag

Central Cooperative Exchange
2nd Flr, Arle Bldg.

Core . RBuiz St., Aurora Blvd,
San Juan, Rizal

Mr, Carlo Magno

National Publiishing Cooperative

Santander Bldg., cor, Henady & Aurora Blvd,
Quezon City ' :

Mr, Romeo 4, Muere
ACCI, Collegey laguna

Mrs., Agripina G, Nicer
FEU Consuners Cooperative
FEU, Manila

19
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95,

98,

994
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103,

104,

105,
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Mr, Daniecl S, Necio _
Albay Frov, Coops. Uniony Albay

Mr, Francis Oca
Abra Fed, of Cooperatives
Bangued, Abro

Hr, Anthony Paragoso
Knlinga-dpayao KBP

Wr, Eduundo Perez .
UST Cogperative, Manilo Fhil,

D200 Samenillo Bldges Escolta Manila

Mr, Burarmel G, Fifigs
Coope Marketing System of the Fhils,
Dela Merced Bldg., Wost Aves,, Quezon City

Mre Rex B. Reyes
Mi, Province Federation of Coops
Bontoc, Mountain Province

Mre Modesto P, Sa~Cnoy
Sugar Quota Administration
Olympie Village, Bacolod City

Mr, Bucnaventura A. Reposar
Central. Cooperative Exchange
Paloy Leyte

Mr, Alejandro L, Ricardo
PEMA Consumers Coop,y Inc,
c/o PHB Escolta, Manila

Mr, Ramon R, Rodriguexz

Goop, Bural Bank of Fueva Ecija
Noe 7 San Agustin st., Hovaliches
Quezon City

Mre Lorenzo M, de 1a Serna

Southern Phil, Bdueational Coope Center
Coop, Printing, Tiano Pacana st,
Cagayan de Oro City

Mr, Froncisco Ve Swaﬂﬁaysay; Jre
Cenftral Cooperative Exchange
Sta, Barbara FACOMA, Iloilo

Mr. Rogelio T, Tianzon
Tagalog Coops Training Center
67 Alloy 2, Rd. 8’ PI‘Oj‘ 61 Quezon Ci‘bzx

Mre Pacifico G, Tolentino
Coope Union of Bulacan
183 A, Tuna, Baliuag, Bulacan
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107,
108,
109,
110,
SINGAPORR 117,
12,

SRI LANKA 113,

" 114 .

THATTAND 11_5_,’

OBSERVERS @

1. MI‘. P, J- Pilviop

2s Dr. Zeev Ungexr
3+ Mr. Woong Seo Koo
4e Mr, Edgardo Barretto

5e¢ Mr, Bertel Fassnacht

10 =

Brge Gen. Domingo C. Tutoon
Grning Marketing Cooperntive
107 Arellono St., Caloocan City

Mr, Gerorde B, Tuanmneng
PRRM, 978 Rorualdez S5t., Paco
Monila

My, Bleazor S, Tolledo
Litex Employees Consumers Coop, Inc,
Lirog Textile Mills, Malahon, Rizal

Mrs, Consgolocion G. Valmonte
FEU Cpedit Union
FEU, Nanila

Mr, Monico &, Yadao
T.3.Ts Cooperntive
U,3.7., Espanin, Moniia

Hr, Mohd, Busoff Abu Boaknr

21

PSA Cooperative Thrift and Loan Society

80 J, Bpottiswoode Pork, Singapore

Mr, H, Che Mei Bin Pulch

PSA Cooperntive Thrift and Loan Society

3502 Block B, Blair Plain, Singapore

My, Dhanapale Wijetunga
Director,; Notional Coop. Council
of Sxi Lanka
Momw*w.lte, Ruwa.nwelle, Sri Lonks
MI' G’. ..Dayan&nﬁ‘“ e a
President, National Coop. Cou.nc:Ll
of Sri Lanke
455 Galle Road, Colombo, Sri Lanka

Mr, Pradit bMachiua

Director, Cooperative League
of Thailand

44 Pichai Road, Dugit, Bangkok

OFRPICE /COUNTRY

110 Regional Office for Asia
Bangkok, Thailand

FAO/UNDP, Manila, Philippines
Asian Developnent Bank, Manila
ICrTU, Marndla

Friedrich Ebert Stiftung
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134
144
154
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18,

Mr. O%to Dumbach Priediich Ebert Stiftung
Mr, Steven Wilbur Volunteer Development Corpa
Dr, Julic G, Reyes U,8.T. Cooperative

Mrs, Ietty M, de Guia  PEMA Cooperative

Mr, Crispin.Joaquin WBC Fed, of Cooperatives

Mr, Gonzalo Salvatierra  Visayan Coop. Training Ofilce

Mr, Daniel Cinco So. Phil, Coope. Education Center
Mr, Pedro G, Orofino Phil, Credit Union League

Mr, Alejandro Cadiente First Isabela Marketing Cooperative

Mr, Quirino Honguilada FPhil, Rural Reconstruction Movenent

Mr. Anthony Maxrtin Visayan Coop. Troining Cffice
Mr, Victor de Ocampo Asian Institute of Managenent

Mr., Sofronio Bautista City Hall Consuners Coop.

IIL. EESQUECE FERSONS:

La

2

3

4e

Se

P

Ta

Dr, Pabian A, Tiongson
IADA, UP, Los Bafios
College, Laguna, Philippines

Mr. Ila Mo V. de Silva

Chairmen, Sri Ianka Cooperative Markebting Fed,
Coop Square, 127, Grandpass Rood

Colombo 14, Sri Lanka

Dx, C, D, Datey
Executive Director, Agricultural Credit Dept,.
Reserve Bank of India, Bombay

Atty. Florencio Bs Orendain
President, Phil, Shares Corporation
BF Condominiums, Aduana, Manila, Philippines

Dr. M. K, Shah
FAO Project Mancger/Dairy Development Adviser
Daccay Bangladesh

Atty. Gregorio S. Tmperial, Jr.
Vice Prosident, Industrial Relations, USIPHIL, Inc.
Buendia Ave,, Maketi, Rizal, Philippines

Mr, Gotte Levin
TLO Bxpert, NCCF
New Delhi, India
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8o Mr, H. Veerich
Director, MCLS, XKuala Iumpur, Melaysia

G, Ur, ¥, Rex Wingord
‘Representalive in India
Cooperative ITeague of the USA (CIUSA)
New Delhi, India

10, Mr, &£, M, Rana

Director, (Education), ICA RO & EC
~ New Delhi, India

11, Mr, M, K, Puri
Chandigarh, India

12, Mr, ¥, A, Kiliarajeh
Chaivman, ICA Council for Southeast Asia
(President, Cooperative Union of ‘Malaysia)

IV; I C A:

1, Mr, Pzlita B, Wecranen
ICA Degional Director for Southezst Asia

2c Mre J u ]-I"'JIa Ranel
Divector (EBauncats an)

3, Mr, Iionel Gunawardana
Joint Director & Specialist in Agricultural Cooperation

V. HOST ORGANIZATIOHS:

1, Dr, Orlando J. Sacay %s Prof, Monico &, Yadao

2, Atty. Bienvenido P, Faustine 4, Gen, Doningo Tubean

VI. SECEETARIAT:

TCA RO & EC - 1, §. 8. Avadhani~~ 13, Nelly Jomira = C I S A
BCOD ~ 2, Gene Necio
RF CI 3, Bvelyn Carballo RECEPTION, ACCOMMODATION AND

PTRANSTORTATION COMMITTER :

LU 4, Genie Mocatangay

CETF 5. Linda Giron 1., Rene Rofio -~ CISBP
" 6y Saturnine dela Cruz 2. Tony Oris - DOT
FPCWSR 7, Carien dela Hosa Ze Godo Abad - FCWS

n 8, Tessie Gaytano
FEU 9, Alex Robles
BCOD 10, Narding Agcaocili
CCE 11, Mary Estacio

" 12, Delfin Torrecamnpo
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Be Mr, ¥, Veeriah
Director, MCIR, Kuala Tampur
Molaysia

9o Mr, ¥, Rex Wingard
Representative in India
Cooperative lesgue of the USA (GLUSA)
New Delhi, India

10¢ Mr, J. M, Rano
Director {Bducation}, ICA RO & EC
New Delhi, India

11e Mr, ¥, K, Puri
Chandigarh, India

T CA SPARP:

1as Mr, Palita E, Weeroman
24 Mr, J, M, Rama
3s Mre Liconel Gunawardano
4¢ Mr, M, X, Puri

HOST ORGANIZATIONS 3TAF:

1, Atty. Blenvenide FP. Faustine

2+ Prof. Monico G, Yadao

SECRETARIAT
ICA RO & BC -~ 1, S.3. Avadhani 11, Mary Estacic ~ CCE |
BCOD ~ 2, Gene Yecio 12, Delfin Torre Ocompo- C O.E
R¥OI 3+ Evelyn Carballo 13, Nelly Jamiro ~C L 8 A
RFCIL 4o Genie Macatangay
CET PR 5, Dinda Giron RECEPTION, ACCOMMODATION

" 6. Saturnino dela Cruz
BEWS To Camen dela Rosa

n 8., Tessie Gaytano
PET 9s Alex Robles

BCOD 10, DNarding 4gcaollil
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AND TRANSPORTATION COMMITTER

1. Rene Roflo

2, Tony Oris.
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ASIAN CONREREICE OM COCPATLYIVAE MANAGEMINT
Decembex 1-6, 187C
Philippine Village Hetel
Manile,Philippines

KEPORT OF 7TH: CLECUP SISCUSSICH O MARVKETIMNG MANAGEMENT

Group recommzndationss

le

Since éntry into the international market is the ultie
mate test for marketing management capability, this
group zadorses the davelopment and encouragement of in-
tra-ragional trade among ccoperatives covering both co-
overative and non-cooperative produced commodities thru
or outside ICTC with the final end in view of developing
a strong cooperative trading agency for the region,

Thie vecommendation is proposed for the further ine
centive that foreign exchange earnings for the cooperae
tives could be used to strengthen internal marketing

opexaitions,

That in ordex to implement Mo, 1 hereof, the body recom-
nends that trading discipline be instilled among cooperaw
tive bodizs Loth at national, intermediate and primary

levels,
That

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

4.

that suggestion undex normal cenditicns landlocked
countries should be allowed access tc the see

through the territory of ancther,

Kecognizing the absolute need for upgrading cooperative
managemznt capability, this greoup indorses pooling of
resources within the region towarde the establishment
of one strong regional training center, to disseminate
tested mencgement techniaies, as wgll as pioneer in

the seearch and testing of technigues based on the irdia-
genous cultuxre of the'xegion. To further promote this
end, and exchangs program of experts among natiocnals

of the zegion should be instituted,
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7e

Let integration be adopted as an instrument of policy to
assurs the stability and growth of the coopsrative move=-
ment within thz region as a hedge against well entrenched
competition, Specifically, measures should be devised and
incentives providaed to promote vertical and horizontal
commerce among primary, national and inter~-regional co=-

opexatives,

To develop aggressive selling techniques {advertising,
packaging, quality control etc,} in oxrder to promote

greater paironage of regional products,

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

s Josz Belen FPhilippines
Secretary : HManuel Medina Philippines
Members s Joce Castro Philippines
Lgandrito Asunciocn ~ Philippines
Entonic Arcellana : : Philippines
Antonio Manikan ) “Philippines
Cesar Manumbas ” \ ""Philippines
H, Che Mei Puteh . Singapore
Wijetunga. ~8Syxi Lanka
Francisco Sumagaysay, Jr, rhilippines
Deepak P, Dhungal Nepal

Tarmizi Indo
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ASIAN CONFERENCE ON COOPERATIVE MAMGEMENT
December 1«6, 1975
Philippine Village Hotel
Manila, Philippines

Rﬂ‘l‘ OF THE GROUP DISCUSSION ON FINANCIAL MANAGEMENT

Chairman ¢ J.B,L, KHACHT (India)
Secretary ¢ Jose Gonzaga (Philippines)

I ¢ Credit Oxganization

Resource Mobilization « C C e .
How to.mobilize resources for capital formationg
1, Share capital from members
2, Govermment participation subject to the
folléwing conditionsg :
a) Noneinterference in Jjanagument, supervision
and control only _
b) No preference in prufi¥ sharing
¢) Nominate members in the board in token
only; in no case hawve preferentisl trextment;
role should be mostly agduvisary
d) Equity share capital

Questions to considers

le Structure of the credit giving institution at
various levels; federation of banking institu'
tions at various levels,

24 Central Bank to come to the help of cooperatives
ingtead of the government for flexibility in the
financial approach. -

3, Lending policies and procedures ¢
Priorities have to be determined:

a) Production
b} Imput distribution
4) Marketing of produce and finished goods

"L en

T e R

-



P2 28

G,D,Financial Management

d) Consumptionj except in urban areas
where priority.will be given to cone
sumption 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,

64 Credit worthiness gre security on the part of
the society and not on the indiwidual,

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 cieated, such as stabilization fund or
calamities fund,

ITI « Nonecredit Organizations

1. Marketing cooperatives

2, Processing of agricultural producer cooperatives
3, Manufacturing cooperatives

4, Consumers cooperatives. .

5« Transport cooperatives, etc,

Rgsources mobilization = )

1, Primsrily has to come from the members thema
selves and if not sufficient to meet the
needs of the society, then resort to govern~
ment and othex financﬁal institutions pare
ticipation in share capital,

24 Automatic setting up of amount yearly;or
building in of share capital from the members
by retaining part of sales for eventual re~
tireﬁgnt_of govermment share capital,

- 000 -~

Jfemx




ASIAN CONFERBEECE OF COOPREIATIVE HAWAGEMEWT
PHILIPPINE VILLAGE HOTEL, DECEMBER 1 - 6, 1375
MANIDA, PHILIPPINES

DISCUSSTION REPORT OF PORSONNIL MANAGEMENT

Personnel management in the coonerative movement is one of the
most iumportant fuctors in achieving and sustaining the objectives of
the cooperative organization, There is an urgent and strong need 1o
introduce imnovations in the perscunel 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 foce of competitions with privete sector businese
organizaticns,

The group discussed in devail various aspects of Personnel
Management, including the overlapping of personnel functions between
the elected representatives and the mansgement, the nced for well-
trained, competent and dedicated personnel, the role played by the
govermeent in some countries in the personnel functioné of cooperatives,
and the problems involved in decentralization of decision malking
process of mansgement, Thoe group therefore recommends thati

L. The Board shall lay down the organizational objectives,

principles and poliecies of the cooperative., While the
Board shall appoint the Genersl) Manager, all other
subordinate staff shall be appointed by the General
Waneger,in accordance with the policies lanid down by

the Board., This is nccessary in order o professionalize
the management of the society and build up competent
personnel,

24 When necessary, the government may give assistance in

the form of subsidies to cnable the cooperative to employ
its Manager. This assistance shall not be conditional

to the govermment appointing the General Manager and other
personacl,

5. That Asian Cooperatives be fully awarc of and adopth

medern persornel and labor relations systems and
technigues as o tool of management for progressive

operations of cooperotives,
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To

The cooperatives with the aid of the govermment when
necessary oad other institutions like foundations, uni-
versities and colleges shall dnstitube monpower development
programs to create a cadre of competent mansgers and other
personnel of the cooperative in order to overcome The lack
of skilled monpewer in the Societies., On this aspeet,
preference shall he given to candidates nominated by the
cooperative societies,

That in pluces where existing legislation may not be
favorable towards progressive persomnel and labor relations
policies, cooperatives must join othier concerned sectors

in working for favorable legislation, preferably along
principles and practices recommended by the Internntional
Labor Organization,

As cooperatives have to function in the face of increasing
competition from the privatce sector, they should adopt sound
and attractive employment policies to be able to atiract
and retain competent and dedicated personncl, This should
include job desecriptions, competitive salaries, fringe
benefits and adeguate opportunities for advancement and

development,

30

In order to achieve maximum busincss efficiency and harmonious

managetlient staff relations, appropriate staff regulations
mast be formulated; and in order to permit the desired
level of decentralization for purposcs of achieving the
objectives of the cooperative, it is neccessary for
employces to participate in the decision~tiaking process

at different managenent levels,

HHt
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ASIAN CONFERENCE N COOPERATIVE MAMAGEMENT
December l-6, 1975
Philippine Village Hotel
Manila,Philippines

REPORT OF THE GROUP DISCUSSION ON COMMUNICATIONS
AND  PROCBDUL A5

Group IV
I - Attendance:?

The following participated in the discussions:

Dr, M, &, Patel India
Vicente A, Martires FPhilippines
FPs Duzairaju Malaysia
Bozy Feoong FPhin Malaysia
Abd, Rahman Harun Malaysia

N. Veeriah Malaysia
Lorenzo de la Serna Philippines
Gerardo Gaox Ppilippines
Felipe Mabanag Ppilippines
Buenaventura Reposar Pyilippines
Crispin Quaquin Pﬁilippines
Gotte Levin ILO

IT = Election of Chairman and Secretarys

Upon nominations made, seconded and unanimously agreed
upon, the following were elected:
Chairman - Dr, M, 8, Patel ~ - - - - -India
Secretary «~ Mr, Vicente A, Martires «~ Philippines

III ~ Procedural Guidelines:

The following guidelines and parameters to facilitate

group discussion were unanimously agreed upon?

le Cooperative subjects would be given paramount
treatment in the discussions,

2, The papers con communications and communications
procedures presented during the preceeding plew
nayy discussions would be cconsidered.,

2+ 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 considerztion cof the plenary

session,

IV - Papexrs Considered 3
The following papers circulated on Communications
and Communicaticns FProcedures were considered by the groups:
1, Pzper of Mr, Gotte Levin
2, Faper of Mr, N. Veerxriah
3. Paper of Mr., B, M. Deshmukh

V « Following observations were mede after detailed discuse
sicns?
In connection with the paper presented by Mr, Gotte
Levin of the ILC concerning micro levels of communications.
within cooperativs organizations, the following recommendae
tions were.agreed upon by the groups
1, That Asian Cooperatives must be aware of and use
modern communicaticns science and technidues as a tool of
scientific management ami for communicating cooperative prine
cipies and.ideas,
2, That the followiné techinigues in communications:
be utilized by Asian Cooperatives$
- Audic Visual Communication &ids.
~ fAwareness and use of feedback in order to make
communications effective and to ¢ ontribute to
successful cooperative operations and promotion
of ccoperative movements,
- Employment of group dynamics for effective two-
way communications, '
~ Utilization of meetings, house publications and
othar tools for effective communications withe

in coopexative organizations,

VI -~ In conncetion with the paper presented by Mr, N. Vee~
riah of Malaysia concerning the use by cooperatives of com-
munications techniques for effective internal and external

communications, the following recommendations were agreed



33

Page 3
G.,D, Communications & Procedurecs

upon by.the group?

1, Thet a system of wmonitoring aznd evaluating varxious
modes, tools techniques and skills of communication success-
fully used by cocoperative movemente in Asia for dessimina=-
tion to member nations for their information, cuidance and/ox
adoption be estzblished,

2, That & common journal cr publication for this ree-
gion be set up to implement the forxegoing recommendation
and to look into the possgibility of utilizing the Internae
ticnal Coovpzrative Alliance or othexr agencies for the pur=-

pose.

VII =~ Prowlem Areas &nd Cthar Rek vent Matters?
The Follewing problem areas and other relevant mate
ters were considered during the group discugsions and corw
responding racommendations ares
1. Eggarding Secrecy of Communicaticons between policy
makers and executive officers within cooperztive organizae
tions, the group recommends:
« Thzt in communications in gesnzral for the good of
the cooperative and the movement, theres must - -be
NG Secrecy.

« That in communications foxr or involving personal
gain ox aggrandisemsnt, no secrecy is tokrable
in any marnmex,

~ That in communicaticns of technolegical nature,

launching of products egnecially these involving
trede secrets, secrecy mey be tolexable for that

=

limited purpose,

ru

2, ogs

rding Credibility Cap in Communicaticns, the
group roceomnendss  that to bridge the

gap wiich arises oce
casicnally between cooperatives and the public, there is
a need for integrity in communicatisng on micro and n@&cro
levels, .including “Truth in Advertising™,

3+ Regazding the need for spscialized staff within

2 cooperative organization for communications, the group
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recommends thot line or staff personnel ox office to funce
tion as 2 comuunications medium, as a spazcific management

function, for intesrnal and externa} comeunications, be set
ub by Asian Tooperative Crganizations,

4, Regarding the nezd for a specialized Committee or
Bureau to concentrate on communicaticns and infermation needs
of Asian Cooperatives, the group recommends that such a spe-
cialized €ommittee or Bureau be s2t up and that the feasibi=
1ity of taving such committee or bureau urder the auspices
of the ICA, ILO, or other agencies supporting and promoting
coopexratives be explored, _

5+ FEegarding ILO Data and Studies, the group recome
mends that the vast reservoir of ILO datz and studies on
communications and other management tzchuiques be dessiminae
ted to Asian cooperatives for thelr infexmation and guldance,

G, Rggarding development of competent communicators,
the groun récommends that Asian cooperatives must give atten-
tion to the training of experts in communications for speciaw~
lisation,

7+ Fegerding dessimination of scientific information
and scientific advancements, the group recommends that coms
municaticne as a tcool be used for dessimination of such ine
formation and advancements,.

8, Hegarding consumex protection, the group recommends
that communication technigues must be used for creating cone
sumer awareness and for consumer protection, if cooperatives
are to meat the larger welfare needs of their members and
the pecople.

9. The group recommends that the latest cowmunication
tools, devicas and tachuiques being ussd to the disadvane
tage of cooperatives, be discovered and Asian cooperatives
be made aware of such tools, devices and techniques so that
steps moy bBe taken to neutralize or avoid .them as faxr as

i
possible.to nrotect cocperative interxests,
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10, Tho ¢reup rececommends that rewards or incentives
be firovided by ccoperatives for thoss who help in improving
and promoting better communicatiocn 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 communicaiions media and tech-
nigues employad or used by advance countries, private enter-
prises and cther agencies, including multi-national corpo-
ratious and conglomerate if they are against cooperatives,
Tt is necessary that Asian cooperatives develop and usq{in-
tensiﬁj?their communicaticn techniques to inform and to edu=
cate cooperative members and the public and make them sware
of their own rights and theix own potentizlities if they
want tc prcesexrve their own values, natural resources, and

overall cooperatives principles,

(3GD.)
VICEMLE A, MARTIRES
Secretary
(sGD,)
M, 8., PATEL
Chairman

/femr
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ASTAN COMFZEREMCE CON CCOFRRLTITVE MENAGEMENT
R December 1«6, 1975
Philippine Village Hotel
Manila, Philippines

Report of the Group Discussion on Public Rel@tions .
REASCNS FOR POCL PUBLIC RELATICNS (PROBRLEMS)
1., Poor public relations with governmental authorities
result ing ins
a) Foor coordination between assisting agencies
b) Poor implementation of land programs. and slow
implenentation of cooperative Drograns,
¢) Lack of funding for prograns,
2, Insufficient cooperation in scducation particularly at
the local level and lack of dedicated leaders=-trainers,
3. Resistance because of past failures of cooperatives.
44 Lack of funds for: cooperative education, public ree
lations work, znd demonstrations,
5. Lack of proper planning, research and implementation
and evaluation of plans at all levels,
6, Low literacy rate,
7« Lack of proper language media,
8s Lack of appreciation of importance by the cooperatives

themnselves,

RECOMMEIMNDES ACTICONS

L.

4,

Se

An apex body adopt a positive planned campaign and
assigned responsibility for it to one pexson,

Refex to Group llo, 6,

Identify the causes of failure, document subsequent
successegs and remedial measure and publicize both,
Include examples in other countries,

Mobilize internal resources z2nd seek help ocutside
the cooveratives,

Each cocperative should make this activity mandatory
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and the apex organizaticn should develope the capa=-

bility of assisting,.

The 2pex organization should

develope an incentive pregram to sncourage this ac=

tivity in 211 cooperatives,

6o Promote adult education programs.

7« Promote translation of important cocperative matew

rials inte local languages with government apex bow=

dies, and other agencies,

8 The ICA should promote the importance'of public rela=-

tions throughout the membershipi provide technical

assistence as required.

Group V -

Chaizman
Secretaxy

Resource
Person

Members

/omx

Public Eelations

Lrcedic &, Lozade

Leticia M., de Guia

Kex Wingard

-

Sis, Leontina Castillo
Kidston

Llex Ricardo

Pradit Machima

Anthony Paragoso

Geraxdo 2, Tunaneng

EP
P
USA B

EP
Australia
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ASIAN CONFERZIMCE ON COCPERATIVE MA&NAGEMENT
December 1-6, 1973
Philippine Village Hotel
Manila,Philippines

DISCUSSICN REPCRT ON COCPERATIVE EDUCATION

I. RATICGNALE

"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 guality of life of the members and ethical
education which will make the members more humane. The
cooperative movament must prepare the members and various
personnel to speedily develop the cooperative movement so
that by expanding its membexship of existing cooperatives
and by expanding its coverage to new arxeas it can make its
important contrxibution to bringing about a social and eco~
nomic revolution, The overall aim of cooperative education
is thus to d evelop 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 now 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, '

II, RECOMMENDATIONS:

a
l, 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 agencics whether national or international,: ox
even the govermment itself, provided that the latter
will not intexfere in the management of such coopk

eratives,

2. There should be an effort to organize a National Coope
erative Unionj however, the initiatives should come
from the cooperatives themnselves, In countries
whexe no such unions exist and thexe is a felt need
for such union, the government could assist in the
formation of such, The group realizes,that cooperae
tive unions should assume the responsitilities of

cooperativa education,

3. The usual statutory reserve provided for education and
training is found to be inadequate, All cogperative
societies at whatever level (primary, secondary ox
tertiary) nust always have provision in the annual
budgeat for a continuing education and training program,
Other means at raising funds for education and training
purposes may be ryesorted 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
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9.

10,

from organizations such as the ILO, ICA, FAO, UNDP
and other agencies, 1In addition, a continuing coope
erative personnel exchange progran among countries
should e pursuad to further intsrnational underw

standing and cooperation,

ICA should make rxepresentations to the education
ministry/department of Asian countxies in r egaxrd to
inclusicn of cooperative education in school curricula
in all levels {elenentary,to textiary)., ICEL should

provide the needed expertise and instructional materials,

The group recommrends that the ICA should endeavor to
undexrtake regional education and training programmes

for Asian cooperative educators,

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 fulfillmznt of the objectives
of cooperativas,

Finally, it is recommended that the ICA should take the
hecessary € teps towards the e stablishmznt of an Asian
Cooperative College that will providz cooperative edu~
cation, including occupational 2ducation, social and
civic education which will iwprove the cuality of life
of the members, and ethical education which will make

them more humane,

=00 =——-
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Keynote Address by My, II.A. Zularajah, Chairman of the Council for
South-East Asia of the International Co-operative Alliance on® —

"~ "Co-operative Management in the Modern World" at the Asian _
Co-operators ifanagement Conference on 2nd Lecember, 1975 ia Iianila

I would like to staxt my address by stating that this will be one of the most
important co-operative conferences'to he'held in the Asgian region. X isan
important and rather significant ong for many régsons. '

‘In the first place, # is being atténded by the leaders of the movements in Asia
~ who hold in their hands the fate and directions of their respective movemenis for
“ the present and the immediate future hopefully. In the second place, the subject
of management 1§ a very vital oné for it is on management that hangs the life and
* death of any organisation Including a co-operative. Finally, we are currently
gripped by an atmosphere of expected changes forecasting a world ecommic
- recovery. After being in the doldrums for nearly 2 years, the world economy seems
- t0'be brightening up and it angurs 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 most badly hit daring
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 alért. 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. IZeécisive and effective co~
operative managements will becoize the key factor inthe growth or survival of
co-operatives inthe new situation. Therefore this conference is being held at
- avery sighificant time when swift and correéct actions have to be taken which will
izean greater and better hopes for the increased development of the various co-
operative roverents. 1need not therefore emphasise the importance of this
conference and the subject itself, R ' '

- All of you have been nanagers of one kind or another. The difference being in
‘levels. Some'of you may be policymakers, others may be implsmentors 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 ia'charge will take
and I hope that at the &nd of my address you will appreciate very much your role
of policymakers and how very vital management is in the growth and deveIOpment
“of co-operatives. - SR '

Iost people don't realise that co-operative mandgement is a very sensitive and
complex one. it has to balance evenly the following néeds or factors: {(a) the
non-profit element, (b) the service elest:ent; (c) the so¢ial responsibility element;
(d) the competitive element, and finally () the most important the members needs,
Also to be added is the fact that co-operative management is based on democratic
control. Taking all these together it would seera that to manage a co- operative
~organisation needs a person or persons with many superb qualities. It need not
be so. The policy making 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 rmanagement tearn. We should be able to appreciate
" immediately t'h_at co-operative managerment 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 management will become taore problematical. On the
one hand we would waunt to make rapid progress. Inthe process 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 happeh if we do not give
ourseives time to'act and with anticipition.  If we could appreciate that these
could hanpen and prepare our management dructures and Faild the gttt re aomnding.
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Management is a very wide subject and theére is no hard and fast rule regarding
management princ¢iples.” I shall not go info the basic aspécts of management or
the principles involved as I ar sure you .are well versed in that. Hdowever, my
address would concentrate and err.phasise the fact that we should not take for
granted our duties and functions ang that we should always be continuously
conscious of the environment and of the people who work in our. orgapisations.
There.can be no management without people and it is people who enable us to
achieve the success we want or cause of failure that we de.not want. , .

- The. proper:. development of co~operative management has had a very slow progress
and co-operatives in the Asian region in particular have always neglected to take
‘note of the yalue of developing it. We have always tended to become more engrossed
~ in the concept and principles of co-operation, Iavariably 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 membexrs will be through an effective and serviceable management
_ -Structure. We are behind time as always in thinking ard in action, Our narrow-
. minded and distorted thinking at times 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. .

‘ "Few co—operaj;ive organisatiooe m the -A siah eounﬁries excepting probably Japan,

. ..'_"::,_are managed by a full cqmplement of staff with the proper management structure.

But things are changing, Eow fast we change is going to be the deciding factor in

B th_e 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. Lven 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 ireat employees as machines. . We have taken
them for granted. Employees in co-operatives are just as important as members

.o &re and they should be treated as well and provided for as well.: We have to offer them
. .termas and conditions and remuaerate them better than what is offered in the private

sector, taking into consideration that eriployees in co-operatives have a dual role to

play. They have to manage the co-operatives and run the co-operatives effectively

... and efficieatly 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 the 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 treau. them more fairly in every way:sothat.it. does not
reflect on our bhasic mtentlon and purpose.of setting up the co-operative system. K
- we do not value ang reSpect our employees then we have no regard or requirement

for a managemem structure. A co-operative is only successful when its manageme nt
~.works effectively and efficieatly. No inanagement system. can be. successful if the
~ people are not happy or are dissatisfied. : o

uet us iook at the prlvate sector. Many prxvate orgamsat ions offer mcentlves
to thetr employees in the form of shares in the organisation and other fringe benefits
like spemal honuses related to profits., In our co-operative structure, it is very
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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 co-—opera’c ive
democracy. It is a common fact that committees and officials of eommx*tees get

' ',changed quite regularly. Sometimes a commitfiee member or a. whole committee may
_ be changed overnight. What happens in such a sityation is that the co—operatwe
 overnight takes a new sense of direction and the emp_loyees or managemeit.

. becomes confused. Insecurity is one of the hasic features faced by . employees in
co- operatives. The insecurity arises primarily because of co- Operat ive boards
and their susceptibility to change. A new board often means new policies, new
attitude and doubts about employees who have served the previous board. well 1
'woul_d_also like to say this as a matter of truth, that is, boards of ¢~ Q_perat_wes
generelly do not have that sense of dedication and irterecet intheir respective
co-ope'rat ive organisations because o 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 shouid 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 take.risk when

there is nothing to gain or when you are not paid to think and take such Tisk’. Just
. as employees should be paid well and provided for well, Board members shoulkd

be given incentives. The world of today is different and ever. so chff:,cult to

survive in. Policymakers in the Board should he adequate_ly_compenaated 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 tiime are able to
malte and prox?ide the various services which benefit the overall rnembership and the
movement. If they are not rewarded adequately and properly thea very little progress
can be made by co-operaj:wes., Thig is the basic managen,ent problem_t._l_t_ei;’
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 pace of
developraent.

There is no such thing as a super manager, just as there is no such 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 manager 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- operal ive management the essential
element is the ab:hty to make members respond to the co-operative; needs and
to the services offered by it. This cannot be done if the m anagement does not
~ know what the needs of members 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. Inthat process what is overlooked is the member's
reactions or requirement's. Good co-operative management is a continwuys
activity of providing services while keeping members aware of the services and
knowing their response and reactlons to these services. Such a managensent
means having in the fold hlghly perceptwe and inituitive managers and employees
who aré cont muously feeding the orgamsatlons with information. about members'
- reaction and response to the services. A co-operative membe1 8 generally more
tolerant than the others. He will accept any Kind of service from his ¢o- Operatwe
as long as there is some sort of satisfaction that he could derive. His sttitude

is simply that it is better this way than be exploited by others. I is often this
attitude that it is taken for grantecl by co-operative manageire nts.. A co-operative
management has to be sensitive at all times. Every employee from the lowest
rung to the h&ghest has to be sensﬂ:we to member's whims and fancies. If there

is a 1301{ Of these mvarlabiy the co- operahve loses its patronage slowly but very
surely, ) . . .
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T would like to ‘emphasise this agam and again that change is a constant factor
in this world. Co-operat ive management more than anything else should be aware
~of this. We have also to appreciate that we are competitors and have competitors.

7 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 the tools and techniques for good management to our'émployees.
Trainmg, re-trammg 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 money 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 and dedicated to a good master who looks aftér their intere'st m ‘every way.

Today's world is a world of electronics and computers. Progresswe management or
thmkmg is often measured by employees or even’ by members in the way they employ
or use computers or modern electronic gadgds in the organisation. Computers provide
speed and reduce physical efforts of employees. Such things add prestige to the -
organisation and increase the pride of the employees particilarly those who have
- a feeling of belonging to the organisation. Computers save time and frustration
for membets over services they require. Therefore, it is imperative that
co-operative managemeht has to modernise itself in this area too, liany co-operatives
“do not like to spend money on computers. They consider them expensive and
boards are always thmkmg of how they could. justify sich expenses to tle members
overlooking the fact as to the time, money and efforts whmh could be saved in the
fiture. 1 for one am for computers and other aids for management to make decigions.
- 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
aecessary information are not available at finger tip speed through modern computer
system. Quaok decisions mean that rnanagement can jook into other areas or plan
" new programmes and servmes Today opportumhes arise and disappear faster
than ever before. It is 4 quick thinking manager and a2 manager who has a lot
of time 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 to-operati we with such managers will always
be lagging behind and m}.ssmg the opportunihes avallable to them. Time 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 arlse, wﬂling to take the res;;onmbﬂxty of their
- duties and bemg sensitive of the env1romnent around them. It isthis dyle of
_ manager ent which prowde leadershlp and dlrectlon to the employees and to the
* ' c¢o-operative board, and the manager ‘cannot ‘make qmck decisions or get the
' org‘amsat:on gomg if he does not have all the tools in his hand or the necessary
" ‘environment to function smoothly. Before I conclude the followmg pomts should be
R conSIdered hy oo-—operatwes miheLr ftrture developments -

 {a}'” “In'the Asian region there is a dearth of professzonals and other

i o gkilled technicians and management personnel The demand is X o
so great for such people that co- operai:ives find it hard to acqu:re
them. In a position ofthis nature, it is eSSentlal that cn-OperativeS
merge into national institutions to do away with wastéful duplicating
activities and be able to afford the employment of professionals and 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 privaie sector. The Board of such subsidiary coinpanies
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.

{©) 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-operative; commercial, industrial and
agricultural activities;

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

(iiiy to identify areas wheare 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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I am quite impressed with the objectives of the Confe-
rence, specifically the objective "to examine the relevance
of modern concepts and techniques of bhusiness 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 apprbach
of discussing the topic from a textbook approach, but to show
the significance either directly or indirectly of the agribusie.
ness management system in the developing an effective marketew '

ing management program,

In 1952, the Harvard Business School launched a pro=
gram in agriculture and business, The first study under the
program was undertaken by John H, Davis and Ray A, Goldberg
to provide a description in qQuantitative terms of the chae-
racter and extent of the existing interrxelationship between
agriculture and the industries which supply agriculture and
which process and distribute the products of agriculture, In
1957, Davis and Goldberg brought out the study undexr 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's" '

The original concept was to anaiyze the complex relaw
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 responsibie
lity for their effective performance of U,S, Agribusiness,

A Concept of Agribusiness described these interrelationships

and developed a conceptual scheme for portraying and analye
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zing alternative private and public policies foxr the U,S,
Agribusiness economy,

In Goldbergt!s later work, the Agribusiness Coordination,
the study moves from the descripticn of the total Agribusiness
economy to & schematic analysis of the over~changing structure

and performance of a widely divergent group of commodity syse-
tems, It develops a systematic approach for (a) identifying
the commodity sys{em in which a firm operates, (b} locating
the critical trends that will be facing the primary decision -
makers, and (¢) examining the kinds of cooxdinating 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 managerg, 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 pare
ticipants involved in the production, processing, and markete
ing of single farm product., Such a system includes farm sup=
pliers, farmers, storage operators, processors, wholesalers,
and retaile rs involved in a commodity flow from initial ine
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 governmment, cooperatives, futures
markets, trade associations, and even educatoré;

On November 17-19, 1975, an International Corn Commodity
Seminar was held in Tokyo, Japan, to discuss the corn system
of Scuthezst Asia focusing on the three producing countries
of the Republic of the Philippines, Thailand, and Indonesia,
and the majoxr importer, Japan, The corn system was used as
the commodity structure against which the participants could
evaluate the opportunities and problem areas in Southeast



ACCM = BP
Marketing Management

k-

Asian Agribusiness, The evaluation was made from the perspecQ
tive of the commercial participants in the systém (farmexs,
input suppliers, processors, distributors, financial institu«
: tions),rthe subsistence.participants who desire to be a part
of the system, government policy makers, and from the educa=-
tional perspective of improving the formal and informal traine-
ing. ' '

This project is a joint effort of SBARCA (Southeast
Asian Regicnal Center for Graduate Study and Research in Ag;iﬁ;
culture) and Harvard Business School to provide a systems e
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 25 the major imout to the livestock and
poultry commodity system, (3)'corn is the second most important
cxop in the three production countries chosen, and (4) because
- the corn system in Southeast Asia is fragmented, dominated by
small decisionemaking units, and thus; the opportunities to ime
prove the commercial system.and the subsistence support to
that system are boih 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 Cooperative Movement. No doubt, some of the questions or.
issued might not affect directly the cooperative activities,
but then the issues might dive us an opportﬁnity 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 deliberate, With the limited time allotted for the open
forum session, it would be difficult to analyze the systems for

various agricultural commodities,

51
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I, Strategies for Improving Commercial and Subsistence

Production of Corn in Southeast Asia

1. %What arrangements offer the wmcans of bringing the

gubsistence farmer inte the commercial sector?

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

3. What new crops offer attractive alternatives to
corn?

4, Vhat human nutritional raquirements will alter

the varietal developments of corn?

5, What marketing arrangements will permit him to be .

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

6, What institutional organizations best suit his
needs, e.gs, cooperatives? |

7, What training, if any, should he expect fxom -
either his input suppliers or those he contracts to sell?

8, What responsibilities, if any, do govermmental
entities, experiement stations, or non~profit institutes have
to the producer?

9, What are the political pressures on goverhment
program® that may give higher pricrities to low food prices for
the urban poor, than higher commedity prices to encourage the

procduction of the farmer?

II. Future Strategiecs of Input Suppliers to the Southeast

Asian Corn System .

1. What special prxograms can the credit, sced, fer-
tilizer, pesticide input suppliers devise to aSsure 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. What role, if any, should cocperatives play in
the development of input supply industries?

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

on the input side = is it competitor such as in the case of

52
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the seed industry? Is it a subsidizer, as in the case of the
fertilizer incdustry? Or is it an inhibitor such as by taxing
farm supplier?

5, How feasible is the investment decision on joint

subsistenceecommercial procduction projects?

III. Stratecgies for Meeting Future Human and Animal Corn

Consumption Needs

1, What are the market opportunities for Southeast
Asian and U,S, coxrn?

2, What types of contractual arxrangements 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 cooperativeeto-cocperative
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 thesz arrangements?

7. What pricing strategies at the consumer 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
markets, @tc.) can be developed tc improve the price knowledge
and price discovery in the corn producing regions of South=

east Lsia?

IV, Strategies for Improving Corn Processing Opportuniw

ties in Southeast Asia

-1, How does one develop long=term procurcment 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 proe

Ccessors?
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3. Who will develop the me rkets for these protese
sors and what’governmental policies will be most likely to
affect them?

4o What will be the total edonomic envlronment over
the next éecade, and what are the implications to these proces-

SOYST

V. Progroms of Action and Evaluztion

l, What should be the first pricrity in improving
the effective operation of the Southeast Asian corn system?

(a) Change in government policies?

(P} 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,'nutritidh
and economic incentives to one another so that the system works
more effectively for the ultimate consumer? -

(f) How do you maintain the relationships deves
loped at this Conference on Cooperative Movement so that a-
formal or informal structure exists for providing the statise
tical, analytical base information on this system in the fue
ture, and provide for an e xchange of perspectives so badly
needed in determining private and public longe-range strates
giles?

sae 000-0

/omx
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There are perhaps more definitions on pmarketing than
commercial activity. Therefore let me try to explain what I
mean by marketing before we proceed,

Marketing is the identifying of a gencratic need, stimi-
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 scrvices in a frece society. |

The Management of an enterprise is reguired to control,
the application of range of skills and techniques in Marketing,
generally derived from the practical industrial expoaricnce and
from modern social sciences, such as gconomics, statistics and
Applied phychology., '

Marketing skills and techniques can be devided into 4
broad groups: - |

The pirst croup of thesc comprises of techniques related to
obtaining marketing information., In many of the Marketing
Activities, the Management has to obtain certain data, por
examplc in the planmning of the volume of production, it is
necessary to find out, how many pcersons in the country have
sufficient income and are willing to buy the product. It is
also necessary to conduct consumer surveys uti;ising modern
statistical techniques,

The second group of skills and techniques comprises those
developed to influence the consumer and stimulate the demand
for product. 7The most important would be advertising.
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The Third group of skills and techniques would be not only
obtaining of data; but also the ability to evaluate such data,
The Managemcnt has to employ these techniques, to evaluate
Marketing costs and thercafter to determine final prices,

the pourth group of techniques is that of practical marketing
gkills such as Market analysis, product co-ordination,
specialised advertising, Trained sales Force and planned
pistribution,

In war the art of deciding which military technique
is to be applied is known as Military gtrategy. In marketing_
the application of different techniques or the selection of -
alternatives is referrced to as pmarketing strategy.

Marketing strategy depends on ;-

(1) on the type of product,

(2) The type of market,

(3) The sizes and fesources of enterprises,

I shall now consider Marketing‘management under the
following headings :-

(1) market research,

(2) product planning.

(3) pricing.

(4) Advertising.

(2) sales promotion.

(6) Distribution,

(7) Export Marketing.

MARKET RESEARCH 3
Market raesearch is the study of the markct, These
investigations may be carried out by a firm's own staff or a
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resecarch specialists to find out the possibility of cxpanding
or creating the markot, Enterpriscs should guard against
marketing consulting firms who sometimes try to sell you a
ball of wax, 438 the marketing departmont 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 bc made to assess the volume of sales that could be
achiceved and at what price it could be achieved. |

Ideas for now products may be inspired in different wayss;-

The discovery of glass fibre may provide ideas for
different products, The non-availability of a source of energy
may provide another idea for ancther product, whatever the
product may bc we should necessarily study the market, very
often enterpriscs 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 carcful of the‘tendency in developing
countries to subsidise manufacturers in certain products, The
provision of a subsidy need no nccessarily 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 newly 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. guch 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 rcason for developing a new
product may also be an unutilised plant capacity and the
contribution that could be madc towards incrcased profits., The
important areas of market investigation should be to assess the



ACCH - BP . 59
Marketing Management

Ll)
Y
L 1)

potential market, the volume that could be achicved, geogra-
phical distribution of the market features of the products
that are acceptable, packaging reguirement and any other
relevant featurces the market neceds,

The principle tochnique that is used in studying the
market is consumer surveys and in some instance a product
Testing® or a “Test 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., rthe survey should zlso take into
account the packaged goods ficld priorities between package'
sizes, pesigns, guantities that could be sold and prices that
would be well reccived by customers cetc, customers buy products
for many reasons and are called buying motives of the customers.
Market Rescarch should also design to cover areas of motivation.
puying motives are somctimes difficult to discover but
nevertheless it has to be investigated fully in order to assess
. the market,

SOURCES OF MARKETING DATA :

Research may be made from thc following sources ;-

1. sales Invoices,

2, salesmens® Reports,

3. government Department statistics.

4, gconomic, Trade and professiongl Journals,
5. International pgencies and

6. | specialised firmS._

| Market rescarch, 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 specialiscd technigques such as consumer
surveys, test markoting and motivational research,



. B0

ACCM ~ BF
Marketing Management

LL]
Ln
aw

rhe information gathered by market roscarch reduces the
risks involved in Qecisions, This is very important when
launching a new product, for an enterprise could suffer heavy
losses if there was no narket for the product,

Market rescarch is a;go important in doveloping marketing
strategy. It will 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 PLLNNING ¢

product planning. on the other hi'nd is an active operation
involving scveral departmernts within the firm - for oxample :
design, production and finance, gince the main objective of
product plenning is to Aevelop a product which will sell the
marketing monager should play an important part in this planning.
After he has obtained information about the markst 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 plarning will involve either the development of
new products or modifications to existing ones, product planning
can ensure that the preduct has the features the customers like
best and offers the benefits the customers want, Nodifications
of the product m3'r be caufed by technical dovelopments, por
example, baecausce cf the widespread development 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 increascd, )

PACKAGING :

packaging has been receiving considceradble attention in
recent years, rrom the marketing point of view the package,
is part of the product and is therefore, an important part of
product planning,
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The sizes of the package will often influence sales,
This is 80 because there is an important price/quantity
relationship. 1In wealthier markets large *economy packs' are
quite popular ; the customer makes a saving but lays out more
money per purchase, '

In the developing countries, it is sometimes held that
the population, particularly“in the rural areas, being accus-
tomed to buying products whith have not been packaged, is not
likely to respond favourably to increased use of packaged .
goods, zvailable evidence does not support this view, Already
in urban districts in some of these countries sales of packaged
goods are increasing and scelf-service stores are well established
and growing and there arc sound reasons for supposing that :
packaging will spread to the rural areas as well,

The following features are expected in packaging :-

presentation,

preservation,

‘promotion,

'proportion.

orotection,

L=A Y B - A S
.

. portability.

PROWCT PLANNING TN D“VﬁLOPING COUNTRImS 3

Do techniques of product planning apply in developing
countries? some conclusions may be drawn from the post-war
experience of western murope., when mess markets were first
introduced in Furope produce planning tended to favour
s:mplicity 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 markct, 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 purope raesulted from intensive product
planning activities by many manufacturing firms, The broad
trend has been towards re-designing products so0 that they
appeal to the mass market, pmanufacturcrs increasingly seek
their profits through more cales, combining lower prices with
simpler cheaper products, It is quite possible that the
guropean pattern described above actually corresponds with the
present situation in some of the developing countries. The
process of establishing import-~substitute industries croeate
opportunitics 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,

DRICING 3 _

The volume of sales of any product depends to some
extent on its price and in certain cases pricing can evon
become the major elemont 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 cffectively he must understand
the analytical techniques used in pricing and be aware of the
interplay of such factors as costs, demand and competition,

ysually the first step in pricing is for the marketing
executive to study the market in order to f£ind out what price
will be most acceptable, i,e, the price at which the product
is likely to sell well, His AQuty will probably begin with an
investigation of prevailing prices for products in the same
category.

The marketing cxecutive may also stﬁdy the prices of
‘related products. For examples, the manufacturer of soft drinks
will also study the prices of such products as peer 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 cxpenses, -
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iinked with the issue of price is the guestion of
guantity, in terms of the unit of weight, measurc or number,
in vhich the product is sold. This price/guantity relationship
must be taken into account. consumer products are offered for
sale in various forms of package of soveral sizes and weights
are the price per unit will vary depending on the size of the
package,

Quality too, is of importance in pricing. pMost markets
divide themsclves into lower quality and higher guality 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 thec 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, rmxXperience 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 COST FACTOR IN_PRICING:

The modern trend in pricing is for the marketing
eXecutive is not only to 2dvise 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, In many
firms this is still being done by the accounts department
without bringing the marketing executive into the picture,
vpeedbacke costing is the latest trend, gere they find out
what the product can fetch in the market and then work backwards



ACCM . HP
Marketing Menagement

ok
0
L 1]

to manufacture the product with the desirced optimum cost. pBut,
whatever, form of pricing the company uses, the marketing
executive will have to be familiar with industrial costs so

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

- *ecosting the prbduct‘.

THE DEMAND FALCTOR:

In determining its price policy a company must sometimes
be guided by the nature of demand for the product it wishes to
market, pemand 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,

pecause of this companies sometimes use price action as a
means of creating a market. BBy lowering the price of a product
they may reach new customers who could not previously afford
to buy it. xS 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
accompanicd by a Jdeliberate drive on its part to imprové
efficiency and lower costs still further,

COMPETITION:

competition is of course a factor which may strongly
influence pricing decision, gconomic theory. states that a
manufacturer with a monopoig will ténd to maximise his profits
by deliberately limiting his vplume of sales. Hec 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, pe will for example,
avoid overtime work. o
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- Let us now consider the short term pricing problem in a
competitive situation, If competition makes selling difficult
an enterprise can either lower 1ts_prides'or use other means of
expanding sales, -

First of all the manageﬁent must consider whether or not
the market will easily espand if priées arc lowered, that is
whether the demand for the product is elastic, For example,
inks is typically inelastic¢ product. you would not expect the
demand. for fountain pen ink to rise becausc the price is
lowered, '

. price may be used as a short term competitive weapon in
certain circumstances. But price cutting is not the only wayf
of dealing with competition. Too often the management makes
the mistake of regarding price as the most important factor
in sales, forgetting that other marketing techniques might be
more advantageous to the company.

we have seen that pricing is not only a financial but
also a marketing function ¢f the enterprise, consequently the
marketing executive must play a part in formalating the price
policy of the firm., In many market-oriented companies; he
" will be expected to initiate price policics,

In such companies, pricing is roegarded as an important
marketing technique. rmhis 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, another form of advertising is cooperative adver-
tising, through which a manufacturer assists his distributors
say a department stores, to stimalate local sales of his product,
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Wwhen he has decided what product he will make and how
much it will cost, the manufacturer must prepare other aspects
of his programme. pe should consider advertising, sales promo-
tion and distribution. 1In considering these activitios and
related techniques, it is important to distinguish between the
stimilating 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 nessage often enough for customers to take notice
and be influenced by it,

when a company wants to stimulate sales in the short
term 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. 7This is achieved by creating consumer preference
for a product. In attompting to establish consumer'préference
the manufactuter aims at inducing the consumer to prefer his
products to other products of the same kind,

From the peoint of view of the manufacturer, consumer
preference is a brand preference., This means that the consumer
associates a particular brand or trade name with consistent
gquality and repeated satisfaction, rherefore establishing
consumer preferenée for products of a particularlbrand can
create a las market. '

prand preference should lead to brand loyalty, If
customers have developed loyalty to a2 particular brand of
product it may outsell competing products even if they.are
cheaper. : ' '
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advertising is an effective weapon if properly used but
it can be very wasteful if badly used, The managemerit must
also know how to select the appropriate advertising *pedia®,
Advertising is the process of comminicating with the public:
media are the means of communication., go having decided to
advertise the management will consider the means of communica-
tions at its disposal.

Ayaiiable medla include ;-

relevision.
radio,

Cinema,

Newspapers,

posters & rlliuminated signs,
Leaflets,

Direct Mail, .
Trade s professional gournals,
popular Magazines,

womens' pMagazines,

L ]
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selection of the best media is 2 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. rThe next step is to
find out what area of the country can be reached through a
particular medium, rpor 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 sec 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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Advertisers in developing countries often encounter -
special difficulties, of which four will be mentioned here.
Pirst there may be a lack of media, por example, there may
be no television in the country and there may be no readership
of magazines of newspapers in rural arcgas,

: secondly a high illiteracy ratc may create a problem for
advertising, especially in rural arcas, 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 important than price as a reason for buying.
Therefore it is argued that advertising is less effective.
This is true in many situztions,

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 technigues,

SALES PROMOTION:

gales 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 mecthods of introdncing a new product or of consolidating
the market, for example, by providing good after-szles service.

pecause sales promotion comprises so meny different
techniques, it is necessary to define this hroad marketing
activity in some detail, shis will be done by comparing sales
promotion with advertising and actual selling.
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- Marketing men describe the difference between sales
promotion and advertising by saying that advertising °brings
the customer to product: whereas sales promotion “brings the
product to the customer:, iIn other words, advertising aims
at creating a decmand 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 cssentially 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, rFor example,
a company salesman is often expected both to arrange a display
in 2 retailer's shop and to obtain orders from the retailer.

The difference and similarities between sales promotion
and advertising must be well understood, rFor 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 preforcnce for a particular product, and so as
amphasised above advertiéing gives mainly long term results,

sales pfomotion be used to stimilate demand and increase
sales in a particular town or district. general advertising,
on the other hand, uses mass media of public commuinications,
such as tolevision, radio or magazines, and must usually address
itsclf to a larger audience.

tThe manufacturer's most important ally in promoting sales
is the retailer, 1t 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 éooperation a number of methods
can be used. The manufacturer might simply offer the retailer
 financial inducements. For example, an allowance for displaying
the product in the best place, or he may be able to extend

‘him credit. |

In many instances rotailers 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, oOne way of
solving it is to increase the amount of personal contact with .
the retailer, using company men both tc gain his cooperation
and to influence and assist him,

A promotional technique which is particulerly suitable
when introducing a new product to the customer is the technique
known as ‘sampling: i,e. giving people‘small amounts of the
product to try. sampling is expensive, (ne reason is.that
one or two small samples may be insufficient to accustom the
potehtial user to & 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 public demonstrations.

another promotional method which is often used is
training classes, gewing machine and kitchen-utensil manufac-
turers often'rush sewing and cookery classes to create a market
and a following for their products. 7This 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. sSales promotion
is well suited to developing countries because it is adaptable
to limited local situations and so lends itself to use by small

companies,

However, sales promotion does not usually remains
permanent alternative to advertising., parkets 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 technigues 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 Xnow which of them to use in each case,

DISTRIBUTION®

pistribution 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 huy it,
whereever they may be. Effective distribution channels with = .~
their sales outlets and credit facilities are important to
economic, and especially industrial, development, they
complement the necessary physical diSt:ibution ﬁetwork of
railways, road and transport services, pistribution 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 freguency of
sales,
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_ Making the product available and easy to buy clearly
entails carrying out a number of activities in the field,
ysually this requires a special form of organization.
pistributive 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’ , Dpistribution 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, 1t
involves, in the first place, a number of key decisions on the
part of top management concerning three groups of activities -

(1) RETAIL FACILITIES:

Facilities for purchase by the ultimate consumer
including credit facilities,

{2) INTERMEDIATE FACILITIES:

(More generally known as wholesale facilities) storége
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.

First 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, rThese faclilities may be provided by the
establishmeht of the manufacturcrs own dépots or branches at
various centres in the country 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 generzal merchants.

2, open markets,

3. pazars (of the Middle pastern and asian type).
4, small village or urban general stores,

5, Ggeneral Food stores and prug stores. |

6. Supermarkets.

7. pepartment stores,

8. chain stores.

9. Trading companies,

10, Maik order pouse,

11, poor~-to-door speciality salesmen,

12, shops specialising in z broad range of seimilar 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’outlefs from the point
of view of specialisation it is important to realise that some
retailers may in fact, be classified beth in the general and in
the specialised group. This means that under one roof or within
a defined area will ke found sales counters or retailers selling
goods which need no particular kinowledge to sell and goods which
need specialised knowledge to sell,

selling through small retailers may reguire 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, )

pealing through larger retail organiﬁations may result
in a lower price for the produce but the chances are that _
this type of organization will guarantee a larger sales volume,

Iintensive distribuvtion takes place when goods are sold
through as many outlch~ 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 freguently and usually in
small quantities, gweets, CGigarcettes, pread and canned Foods
are typical intensive distribution products,

products suitable forintensive distribution would
normally have the £ollowing characteristicss-

- be in very widc demands,

- be bought at freguent intervals and small quantities
at a time,

- have low unit cost,

- demand no SPEClallved technical knowledge to sell,
operate or service,

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

- require ho special stocks of replacement parts,
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SELECTIVE DISTRIBUTION:

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
sérvicing.

Selective distribution implies that the number of retail
outlets for goods will be limited. This will generally pg
dictated by the nature of the product,

Goods demanding selective distribution would normally
have some or all the following 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,stdrage facilities.

Related to selective distribution is so-called Exclusive
pistribution, where the manufacturer grants a single wholesaler
or retailer a monopoly or *franchise* for the distribution of
his products in a specified geographical area.

gxclusive distribution applics 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 oxercising a franchise for a product enjoys
certain 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 must usually give an undertaking not to deal in
compgtitive goods of the same kind. often too, he must incur
heavy investment for'stock, obtaining spares etc., He must
therefore be assuréd_of a reasonable return on his investment
which means that there must be a sufficient market in his
territory. In order to supply his products to retail outlets
which are throughout the ccuntry a manufacturcer 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 from theore,

- selling to indepcndent wholesalers.

The first service which wholesalers provide is storage,
this is of valve 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 frem the various lines he
carries, For example, he will 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,.

MARKETING STRATEGY IN DISTRIBUTION:

The purpose of distribution has already been stated to
be that of énsuring 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 arc potential customers.,
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when he has studied the market to find oﬁt 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 freguency of sales, the buying habits of customers
and the availability of suitable intermediate and retail
facilities will influence the manufacturer's distribution
strategy. However, cventhough a combination of outlets may
sometimes be used, the central problem in distribution policy
is who will perform the esscntial functions needed in the
intermediate stages of distribution,

Indéed 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 2 manufacturer sets up his own distribution network
he faces some financial risk, beginning with serious credit
risks if he has to finance retailers, In 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 ctc., who may have to be
trained. He must make certain that the cost of establishing'
and providing these facilities will be balanced by the volume
of sales, To cnsure this he mst gain thé cooperation of the
retailers in the region, possibly in fact of competition 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 intermediatc 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. To 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 DEVELOPING COUNTRIES:

Distributors who have been primarily importers may be
more skilled at securing import licences and financing imports
than at promoting home produced goods., rFurther problems
faced by manufacturers in developing countries are those of
storage and transport. pany developing countries are situated
in tropical zones where goods may be subject to accelerated
deterioration, gEffective distribution demands adequate
packing and sufficient storage capacity, suitably located and
properly equipped to preserve the goods in good condition,

Transport facilitiles 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 waell ahecad of the date when they will be required.,

summing up, manufacturecrs 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. Hevertheless 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:

A8 more and more developing countries, 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 international
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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.

Expoﬂt 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 insteadof 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 nccessary 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, Tt also means finding
out what people in other countries want against those in the
home markets, market research and its associated technidques
- are vitally important,

Thirdly the establishment of distribution outlets in.
foreign countries may present special problems, 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, Therc is the need to adapt to the distribution
channels of the individual countries concerned, for instance
selling through the bazar in certain middle gastern countries,
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Bach country has to be studied individually and generally
speaking on the spot if a2 major market is to be built up,
control over the performance of distributors, wholesale or
retail is cl?arly more difficult abroad than at home., ror 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 important factor often overlooked by firms
wishing'to export is the question of promotional literature
in the language of the countries in which they asim 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 casy 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 godds and manner of
doing business. on the other hand, once the manufacturer is
in a position to undertake export sales operations he may £ind
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, 1In addition he will
make a vitally important contribution to the national balance

of payment,

sm,
261175
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Private, Public and Cooperstive Undertskings

A cooperéﬁive is & way of doing business - a form of
business organisation, the other two forms being private and
public, PFPrivate undertskings may be owned and managed by
individuals, parinerships, fimms, companies or corpors~
tions. Public undertakings are those which are owned wholly
or substantially by the Govermment or Govermment owned cor-
porations or semi-Government bodies like municipal or other
local bodies., The primary objective of & privete undertakings
is to maximise the profits for the owner, Considerations of
common good or public benefit are seldom involved in such an
undertaking., In a& public undertsking, not profit, but service
to the people is the governing consideration and, therefore,
it is possible that the underteking is run even at a loss,
the loss being made good by subventions from the public
exchequer, Very often the business is run on no profit or no
loss besis, A cooperative combines in it the essential
features of the other two forms of business organisations in
that it is intended to mske profits for the benefit of its
membership without at the same time ignoring its responsibility
towards the genersl commmnity, Moral values are as importent in
a covperative as financial gelns for the members and that
distinguishes it clearly from a private business, Unlike &
Government undertaking which msy a&s well be supported from
the general revenues of the State, a cooperative cannot afford
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to run at a loss, because it cannot draw on its own members

to meet the loss without alienating them, To malntsin their
loyalty, it must make profits which should go back to the

hembers as patronage dividend which will mean lower cost of
funds if it is a financing institution, lower prices if it

is a consumers’ organisetion or higher prices if it is a
producers’ organisstion. Yet another distinguishing feature

of a cooperative is that it deals primarily with its own members.
A credit cooperative is formed by those who are in need of credit
and s marketing cooperati ve by those who want to market their
agriculturel or other products, The individual units meking a
cooperative are generaglly weak and disorganised end it is to
remove the weaknesses that they are organised into a cooperative.
This and the other aspects referred to earlier hsve a bearing on
financial management in the cooperatives whicl is the subject
metter of this paper.

Credit and non-credit cooperatives

2e Since the cooperatives can embrace every aspect of

economic life of a commnity, problems of financial manage-
ment cennot possibly be the same in all the types of
cooperatives. Broadly spesking the coeperstive business
organisations may be divided into two categories viz, the

financing/resource/credit cooperatives and the manufacturing/
trading/non-credit cooperatives, FPrimary credit societies -

agricultursl and mon-agricultursl or urban - central fti.nancin’gT
agencies at the intermediate and apex levels (e.g. as in India
a central cooperative bank, a primary land developuent bank,
the stalte cooperative bank and the state cooperative

land developuent bank) fall im the first category. In the

second category can be included marketing cooperatives,
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processing socleties like sugar factories and oil mills,
consuters stores, weavers and other types of industrial
societies. The problems of financial management may be
considered separately for these two categories of the
cooperatives. However, one thing which is common to all of
them is that they are borrowers'/users' organisations and as
such there may be a tendency amongst them all to sacrifice
the interests of the organisation as a pusiness unit for
the temporary benefit of the members, In other words, it

becomes difficult for them to recognise that the organisation
as such has a personsality of its own which must rise

gbove that of individual members, Financial management in
all the cooperative undertakings should at all times keep
thelir permanent interest above the interesis of the units
which constitute their membership as well as the clientele.

I, coredit Cooperutives

Dividend not always an index of efficiency

»

3 Finencial mansgement in a financing or resource
cooperative must concern itself with mobilisation of resources
and the deployment thereof. A4 private or commercisl type of
financing agency will operate in such a way as to raise the
resources as cheaply as possible and deploy them as dearly as
can possibly be done so as to maximise its profiivs. The
profits made are distributed in the form of dividend and the
percentage of dividend declared is taken ss an index of |
an undertaking's efficiency, A cooperative financing

agency must also try to ralse the needed resources as cheaply
as possible particularly when a substantial portion theresf
is from those who are not its members, But the efflciency

of a cooperative need not necessarily be judged on the basls
of the quantum of profits made or the rate of dividend declared
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by it especially when the benefit of the credit facilities

provided by it is derived primarily by its hembers for, by
and large, it is immaterial whether the institution earns
higher profits by lending at a relatively high rate of interesi
and then passes on the benefit of the profits in the form of
patronage dividends in proportion to the interest pald by
the or whether it charges initizlly a lower rate of interest
and earns relatively small profits and declares no patronage
dividend or rebate at all., The grant of patronsge dividend
to the constituents means in the final analysis a lower rate
of interest on the loans, At the same time, care has to be
taken to see that a fair return on the capital is provided,
for it is possible that not all who have contributed to the
capital will take advantage of the credit facilities extended
by the cooperative financing agency or that the credit
obtained is less in proportion to the capital contributed.

Hesources

Lo The resources of a cooperative financing agency should
strictly speeking be derived entirely from its members, for

e cooperative 1s expected to have dealings with its members .
only. In such a situation, the funds derived mgy fall in two

broad categories, share cspital and reserves and deposits,
for the liability in respect of the latter has precedence
over that to the shareholders who are entitled to receive,

in the event of liquidation, only the 'balance after meeting
the 1iability towards the depositors fully. while it will
be certalnly ideal for a cooperative not to have any dealings
with those who are not its members, it may not e desirable

and seldom practicable for it to do sb. In most developlng

gountries of Asia, Africa and Latin smerica, the base level
organisation for credit, marketing, processing or supply
1s expected to play a role which goes beyond its membership



and embraces the community st large which for some reason

or the other chooses to remwsin outside lios fold, A primary
sgricultural credit scciety, for instanzc, kay be regarded

as an instrument of econcmle development in the rural aress

and as such asked to undertske the responsibility to stock and
supply inputs of sgriculture or essentlel consumption goods which
are in short supply to everyone without looking into whether he
is a member or a non-member, although thae lotter mgy nod be

supplied any goods on credit,

State parincrship

5e dhen it is 2 guestion of resources, the cocnstraints
arising from deriving these only from memn<us become
obvious. By and large the general body of ratberchip of
the primsry cooperative operating in a rural arca congists.
of people of small means and it is seldow peseible for them
to contribute all the capital required to emable 1t %o
command the needed funds. It mgy rot be possiblce for thenm
to ralse even the minimum gmount of cepital fyem its
mesbers, right from the beginning, The weckness of a
cooperative in this regard vis-a-vis a privafé or public
undertaking is generally accepted and if, therefore, a
cooperstive is asked to ralse the needed capitsl itself, the
progress of cooperati{fe enterprises may t¢ slow or such
enterprises may not be able cven to cohe into evistence,
The responsibility of the State in this regard has been
recoghtised, becsuse it is only the State which cen possibly
lend its support. to the wesker sections ol the coomunity.
Thus, for instance, the Production Credit Associationg which
were organised in the U.S.A. under the Faxm Credit Act of
1933 started with 100 per cent capital provided by the Govern-
ment, It took ‘almosgt 40 years for the entire farm credit
system which was estgblished in pursuarnce of the Act of 1933

to retire the Government capital complevely.,



6. It was in recognition of the difficulties involved in
the weaker sections of the society raising an adequate capltal
base that the All-India Rural Oredit Survey Committee (1954)

strongly recommended State Partnership in the cooperatives,
The observations and the recommendations belng very relevant

are quoted below :

"The failure of cooperative credit is explicable

in terms of the total impracticability of any attempt
to combine the very wesk in competition with the
very strong end expect them by theuselves to create
conditions, firstly for thelir emancipation from

the interests which oppose them, and secondly for
thelr socisl and economic development in the context
of the severe disadvantages historically imposed on
them by o structure of the type described. The
problem is not one of reorganisation of cooperative
credit as of the creation of new conditions in which
it can operate effestively and for the benefit

of the weaker. The prevailling conditions cennot be
transformed by the very persons who are oppressed and
rendered wesk by their existence, The forces of
transformetion have to be at least as powerful as
those which are sought to be counteracted. Such
forces can be generated not by Cooperasblon glone

but Cooperation in conjunction with the State.”
(Report Vol, II. p. 279)

The recommendation was scnepted and is an important
Feature of the schemes of ecoromic develoyment through

the cooperatives under the Five Yegr Plans of India. To
facilitate partnership of the State in the cooperatives,
the Reserve Bank of India Act was smended to establish the
National Agricultural Credit (long-term Operstions) Fund to
which sppropriations are made annually out of the Bank' s
profits,

State partnership - Partnership among equals

7. While State partnership may be inevitable for
strengthening the capital base of the financing cooperatives,
the State should not enjoy any special rights or privileges



in the matter of dividend on the capital provided or coatrol
over the managekent vis-as-vis the other share-holders.

The association of the State should be regarded as a
partnership among equals gnd not used as a lever to
intervene in the affairs of the cooperative and reduce it

to the position of a department of the Govermment. At the
satme time, the cooperative should not forget the importance
of self-help and, therefore, require its members to contribute
to its share capital in proportion to the benefits they
recelve from it, It is an universelly accepted practice

in a financing cooperative to make a member contribute

5 to 10 per cent of what he borrows from it torwards its
share capital. Rirther contributions are expected if he
obtains credit year after year until the capltal held by

him reaches a given proportion, say, 20 per cent of what he

borrows., In this manner and with the aceretion to the

reserves, the cooperstive may attein self-sufficiency and
retire the Government capitsl that mey have been provided to
it initially.

Federations of credit cogperatives

8. A financing cooperative cannot possibly meet the needs
of its members depending on the capital rsised from them
and contributed by the Government, The capital resources

have to be supplemented substantially in several other ways
through deposits of various types and subscriptions to bonds
end debentures issued by it., The point for consideration is
whether the cooperative should confine itself for the funds

to its members and/or tap the wider sphere outside its member-
ship. 4lternatively, there may be special institutions
established which are not owned and mansged by the cooperatives,
but are created to meet their requirements primarily. Rurther,
it is clear that if a cooperative taps deposit ahdl



other resources from members and noh-members, but confines
itself to a limited area which is the case with the base

level primary credit soclety, the scope becomes very limlited

end the savings in the area that could be tapped may be -

insufficient to meet the needs of its membership entirely.
Gonsequentiy, it may be advantagéous for the primaries to
federate at a district or regional level and for the latter
organisations to again federate themselves 1nto an apex
body so that the federations would not only act as balancing
centres for the lower level affiliates, bubt also have an
access to the gavings of the community in general and also
to the money market of the country. This is the reason for
the emergence and continuance of the three tier structure
in the cooperative credit agencies providing short-term
and mediun-term credit in countries like India and Japan.
In India each of the States has a state cooperative bank at
the apex, a central cooperative bank at the district or
intermediatelevel and a primary society serving individuals
directly in a village or group of villages or in a town or
city. In Japan there are base' levei multi-purpose or single
purpose cooperatives which are federated into prefectural
federstions for credit for each one of the 46 prefectures.
At the apex level is the Central Cooperative Bank for
Agriculture, Porestry and Fisheries Cooperatives,

Position in Japan and the U.S.A.

9. The point was raised whether a cooperative financing
agency should borrow in the fom of deposits only from its
nembers or loans from the higher level financing cooperative

federations which themselves act as Rere balancing centres
in the sense thet the surplus funds of one unit are lent to

another which is in need of loans, #uch will depend upon

39
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how extensive. snd intensive is the coverage of the
cooperatives at the base level and the savings potential in
the area in which they operate. AL one end is the picture
of the cooperative finasncing insitutions in Japan which
derive thelr deposit and other resources almost exclusively
from their members. Over 4/5th of the deposits of the
prefectural credit fedefations and the Central Bank for
Gooperatives are derived fyom the agricultural and other
cooperatives, Such degree of self-reliance is somewhat
unparalleled and the Japansse cooperstives deserve all the
przise in achieving it ovei- a period of years through
sustained efforts and fim determination. At the other end
is the arrangement obtaining in the U.S.A. in which the 2
Federal Intermediate Credit Banks provide loans to the
Production Credit Associations for short-terfm and medium-
temn sgricultural production purposes, the 12 Federal Land
Banks provide support to Land Bank Associations and the

13 Banks for Gooperatives accommodate the cooperatives
engaged in marketing and processing of agricultursl produce,
the production and distribution of ggricultural inputs.
The 37 benks of the fam credit system in the U,3S. raise
the funds needed by floating bonds and debentures in the
money wmarket, The L2 Federal Intermediate Oredit Banks,

the 12 Federel Land Banks and the 13 Banks for Cooperatives

float bonds at regular intervals to meet the maturing

bond liability or to raise additional funds, through a
common fiscal egent operating from New York, on their
joint ang several lighllity and supported by the collateral
security of the losns advanced by then, 'The bonds do not
carry the guarantee of the Goverment.,
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The position in India

10. In between the two extrémes of almost complete self-
reliance in the matier of funds and substantial relisnce
on funds derived from outside the movement obtsining in

J apan end the U.S.respectively, is a system obtaining in

India. All the cooperstive credlt institutions mentioned

earlier viz. the primary credit societies, the centrsal
cooperative banks and the state cooperative bank in each of
the States of the Indian Union are permitted to accept all
types of deposits from the public and in fact the banks

are subject to the statutory control of, snd inspections by,
the Reserve Bank in the same Manner as the commercial banks.

The sources of funds of the cooperatives at all the levels
are thelr respective owned funds, deposits from the public
and borrowings from the higher level financing institution.
However, these prove inadequate and are being supplemented
to a very small extent by funds provided by the Government
and to a large extent by the borrowings from the Reserve Bank
of India. Such borrowings constitute roughly 40 per cent of
the short-term and medium~-term agricultural oans provided
by primary agricultural credit societies, The refinance from
the Central Bank of the country on a somewhat liberal basis
is unique and has been in operation for over 25 years now.
In the sphere of long-term agricultural credlt operated by a
separate winhg of cooperastive credit institutions called the
State Cooperstive Lend Developuent Banks working through
affiligted primary land development beaiks or their branches,
almost all the funds are derived from outside the movement
thmwugh the issue of ordinary, speclal or rural debentures

‘xbich carry the guarantee of the respective State Govemn~
- ment for the pgyment of interest =nd repgyment of the
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principal. The ordinary debentures are subscribed by the

Life Insurance Corporation of India, the commercisl and
cooperative banks, the Central and State Govermments, the
Reserve Bank of Indla, if necessary, and the general public.
The special develcpment debentures receive contributions
from the Agricultursl Refinence Corporation (an eutonomous
corporation established by the Government of India for
refinancing long-term investment in sgriculture, horticulrure,
fisheries =nd forestry with majority shareholding by the
Reserve Bank) and from 10 to 25 per cent from the State
Government concerned. The rural debentures are intended
for individuels in the rural areas and are issued to then

and the Heserve Bank only. '

Mixeqd arrangement suitable

11, The financlal position and operational efficliency of
the cOOperative credit institutions in the South East Asian
countries being what it is at present, it will be unrealistic
to expect them to resch the position of self-sufficlency as the
cooperatives in Japsn or that of the cooperatives in the U,S.4.
where the resources are raised most:ly from outside the movement,
but without any finsancial backing of the Covernment, although
with the genersl supervision provided by the Fam Gredit
Administration established by the Government. For meny years

to come probebly the cooperative credit agencies in the region
ngy have to rely to a . substantial extent on the support of the
Govermment or Govermment sponsered institutions, However,

the objectlve should be to make them independent of direct

or indirect financial support by raising :r‘esources needed

by them from their menbers or from the ge_nei‘al public through
deposits and bonds issued on the strength of the institutions
themselves and not that of the Government. If they are

to raise funds through deposits it is clear that, they must
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provide 211 the banking facilities end services needed by

the depositors and must carry on continuously an sggreasive
campaign to colpete with the other sector of banking which

is generally known to be quite aggressive and successful in:
the mobilisation of the savihgs of the people. The cooperative
banks will have to emulate the exemple of the commercial banks
in this respect and opon-aildennbeuwadieko § £ lthel r Branches -4Ad
improve in every manner their image in the public, One of the
megsures which is expected to help them in this behalf is the
facility of insurance of their deposits. In India, the

Deposit Insurence Corporation which - . established initislly
to insure the deposits in the commerciszl banking system

is prepared to extend its cover to the deposits in the cooperative:
banks under certain conditions, The image of these banks in the‘

eyes of the public can improve also if the Government
recognises them for the deposit of funds of public corpo-
rations, local bodies and other Governuent snd semi-Government
bodies, At the same time, disincentives to borrow have to

be built into the system where substential funds arc derived.. .-
from. the Govemment or Govermment sponsored credit sgencies.
Thus, for instance, financial accommodation from the Reserve
Bank of India is limited to four times the owned funds of

a central cooperative bank, Rirther, under a scheme

recently introduced the rabe of interest on the asccommodation
from the Bank is linked with the efforts at deposit mobilisation
of the concemed central cooperative bank.

Measures to cheapen the cost of funds:
Short-term and mediun-term

1z2. It was mentioned that a financing hank should
raise funds as chesply as possible and lend as dearly as
possible so as to meximise the profits, although ih a
cooperative it is immaterial whether it makes large
profits by charging relotively high rates and declares a
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high rate of dividend or megkes low profits by charging a
lower rate of interest, because the beneficiaries in either
case are mostly the seme., The attempt should, however, be
to keep the cost of the funds as low as possible, In the
arrangement prevailing in the U,8, the sale of bonds on the

consolidated security of the Federal Intermediate Credit
Banks or the Federsl Land Banks or the Banks for
Cooperatives, as the case may be, through a fiscal agent
throughout the country ensures funds at the wholesale rates,
where deposits from members and non-members are the main or
an important source of funds, the aversge cost of the deposits
can be lower where the proportion of current or savings
deposits is fairly high as compared to the time or fixed
deposits, because while the current deposits generally do
not carry asny interest, the interest on fixed deposits rises
progressively as the period of the deposits is longer. To

this must be added the administrative costs of managing the
deposit accounts which may be even 3 per cent of the deposits
raised, The average cost of the fnds can be lowered to sohe
extent if funds raised through borrowings from higher finan
cing agencies are charged a lower or even a concessionery
rate. In India, fr instance, the financial accommodation
from the Reserve Bank for seasonal agricultural operations

ig provided to a state cooperative bank at 2 per cent

below the Bank Rate., The Bank Rate being 9 per cent now
(November 1975), the effective rate is 7 per cent to the state
cooperative bank and as the lLatter banks generally operate

on a margin of % per cent, the central bankg 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 inclusive
of the administrative expenses comes to about 84 per cent.
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long-texm funds

i3. long-term funds generally cost more on account of the
much higher rates of interest on the long-tem deposits.

The economic lending rates on the long-term loans thus
should be higher than on the short-term loans, But then the
burden of the interest may be beyond the capacity of what the
traffic can bear thereby affecting adversely long-term
investment in sgriculture or industry. It ls necessary,
therefore, to see that funds are ralsed at rates which are
lower than the deposit rates. In Japan the Agriculturs,

Forestry and Fisheries Finance Corporation which was
establiched by the Covernment arranges loans for long-temm
investment at relatively low rates out of funds derived

from Government sources, 4in India the main source of funds

for the cooperative land development banks are the debentures
carrylng Government guarantee, The rates of interest on
Government securities or Government guaranteed bonds and
debentures have been deliberately kept low, The rate on
bonds/debentures with a maturity of 10 years comes to

6 1/4 per cent whereas the rate on fixed deposits with

benks for pericds exceeding five years now is 10 pef cent, per

antue, It is not uncomiion for the Government to subsidise

directly or indirectly the rates on long-term funds for the
cooperatives for promoting long~term investments in agriculture
and industry.

Rates of interest on loans

Lie loan policies and procedures are.an integral
part of financisl management _representiﬁ.g the demand side
of funds, Firstly, one has to consider the guestion of
the rates of interest on the loans. It is obvious thab
the avergge rate of return on the funds invested in the
loans primarily and other investments to a limited extent
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for maintaining a certain degree of liquidity, statutory or
customary, should be such as to meet the cost of the funds,
all the adminristrative and operational costs including
those on supervision over the end use of credit

and leave a surplus t¢ bulld up statutory and other
reserves and pay a minimum rate of dividend on the
capital, 1t does not mean that ail the loans should carry
the same rate of interest. As a guiding principle one

may suggest that losns for productive purpcses and those
that, reach the ultimate borrower thmugh one or more
intermediaries e.g. a central cooperative bank and a
primary credlt soclety should be lower than on the

loans for finsncing trading or maehufacturing activities

vwhere the turnover of funds is lérger and the loans are

made directly to the beneficiary. It is possible to
introduce interest rate differential not only for the
borrowers for the different purposes, bubt also In respect
of borrowers for the sane purpose. Thus, for exampls,
solne cooperative banks in India have recently introduced
lower rates of interest on the loans to small farmers
than on the loans to medium and big farmers. A copere-
tive is not only a business organisation, but has to
subéerve moersl and sccial cbjectives and hence differen-
tial rates can be justified not only on economic or
business consideration, but also on grounds of social
Justice to the wesker sections of the community.

Uther aspects of loens

15, The beneficlaries of the loans, the quantum, the
duration and security are the other aspects of the loans
which mgy be considered next. While the funds may be
derived by a cooperative financing agency partly or

substantially from outside the movement, the beneiiciaries
of loans musit necesserily be its members, Amonhg the
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beneficisries agein the finsncing hank may detemine its
pricrities, Thus for instance the first priority may be
accorded to those who are engaged in production, the second

to those who handle-the inputs or raw materials or

production, the third to those who trade on finished products
and the last o those who would use the facility for
consumption. Even among the beneficiaries of loans for the
di.fferent purposes, priori{y msy be accorded to the

persons of small mesns because it is to serve thelr interest

thet a coopsrative is generally brought into existence,
The quantum of credit will depend upon the activity to be
financed, Thus in agriculture, the quantum should in no
case exceed the cost of iumputs of agriculture including

in seasonal operations his labour charges and the repeying
capacit.y of the famer assumed at a certaln proportion of
the gmés value of sgricultural produce. In the case of
investment sgricultural credit the repaying capacity should
be determined with reference to the incremental incoie gene-
rated by the investment. In an uri:-an credit society,' the
quantum may be related to a borrower's annual income from
salaries and wages. In a trading or manufacturing ccop-.
erative, the guantum should depend upon its annual turnover
so far as working capital requirements are concemed.

The loans for fixed assets have to be only up to a propore
tion of the cost -~ say, 50 to 60 pcr ceny, The durstion
of the working capitsl or seasonal loans should not
generally be more than ohe year., loans for\‘durable or

fixed sssets should not exceed the 1life of the asset,

In determining the total long-term losns, the financing
oooperative has to teke cave to see that such loans are
within its tem resources, It is a sound banking princi-
ple that a bank should not borrow short esnd lend long.
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The life of the investment and the repaying capacity

both justify a loan for, say, 10 years or more and if the
institution does not have resources to correspond such a
loan, it will be advisable to require the borrower to turn
to another financing agencye even outside the cooperative
sector for the needed funds, In Indis, for instencs,
cooperative sugar, oll or spinning mills or cooperative
fertilizer factories have been accommodsted by the Indus-
trial Finsnce Corporation of India or the life Insurance
Corporation of Indla, both of which are public sector
undertekings. The Industrial Development Bank ofIndia
also provides long-temm loans to big-sized industries in
the cooperative sector like the Indian Fertilizer Cooperstive.

Security for agricultural loegns

16. The cooperative credit movement wzs founded in a

way by Raiffeisen and in the societies organised on his
model, the emphasis was on honesty, integrity and industry

of an individual i.,e. to perscnal qualities rather than on
tangible security which the individual could offer. At the
individusl level, the security in a cooperabive should

be more personal than tangible and, therefore, the
eligibility =nd the quantum of credit should be determined
with reference to his productive activity and not the _
security offered. The system of lending should be no security,
but production oriented, This does not mean that tangible
security should not be taken even where it is avallable,

In fact, in such cases it shbuld be insisted upon for, then
one is sure that the borrower magy, in all probability
continue to be in the business for which a loan has been
taken and that he will not fry to raise snother loan on the
same security and get his position overextended-. The idea is
that a losn should not be denied 1o an individual merely
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because he cannot give tangible security and that it mey

not be given merely because he gives tangible security.

The purpose of the loan and the personsl character of the
individual should be more importent than the tangible security
provided, A higher financing sgency accommodating the base!
level primary credit soclety should not refuse o refinance
the loans advanced by the latter to those who had not given
tangible security, provided it is satisfied that the purpose
and the personal character of.'t.he individuals have been dquly
looked into. To safeguard its own interest, the financing
bank may reimburse not 100 per cent of the loans for a given
purpose, but only a proportion so that the involvement of
the primary from its own resources serves as z Rargin of

security for its advances.

Security for loans to trading and
nanufadpring cooperatives .

17. The security considerations in financing the trading,
processing, manufacturing or supply societies should be

as 1f these were private or public sector underbakings.

A special dispensation is not called for or warranted merely
because it is a cooperative business undertaking and the
financing bank is a cooperative., The risk of price
fluctuations and managerial inadeqﬁacies are more or less
common and measures have to be tsken to provide safeguards
sgainst them, For instance, loans for meeting block capital
needs of cooperative manufacturing units magr‘ be provided by
maintaining a debt-~equity ratic of 1:1 or at the most 1¢5:1.
The debt servicing burden consisting of amnual payment of

‘interest end of instalment towards the repsyment of the

princlpal may go beyond the capacity orf the unit, if the
equity base is smaller than what has been indicated above.
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A trading cooperative mgy be accommodated against
hypothecation or pledge of the commodities traded with
appropriate margins, The mgrgins in thé former case

are higher than in the case of accommodation sgainst pledge,
as in the latter situation the commodities sre in the physical
custody of the lender while in the case of hypothecation
credit, the commodities remain in the possession of the
borrower, although the lender has a right to take possession

of the goods any time, It 1s needless to say that the goods
pledged for hypothecated will be properly stored and ade-
quately insured, The mergins prescribed in India are !
generally 15 to 25 per cent for loans against pledge of
goods and 25 to 40 per cent for .ﬁdvances sgainst hypothccation
of the goods in trade. Generally, accommodation on a

clean basis is not recommended where limits have been
sanctioned against the hypothoecation or pledge of goods for’
that would dilute the margins for the other types of

credit facilities, Even in determining the sige of the

limits in trading cooperatives, not the security of the
goods, but the turnover should be the guiding consideration,
as otherwise the credit facilitics provided mgy lead to an
unwarranted inventory building. Credit should no doubt be -
timely and adequate to sustsin the production or trading
activity, but should not be so facile as 1o meke the borrower

somewhat extravagant and unmindful of its judiclous use,

Arrangement for stabilization
of agricultural credit

18, In the sphere of agricultural credit the inherent,
advantage of a primary credit society is well recognised all

over the world. "where larger production is the aim, the
moneylender's credit is obviously unsuitable., The alternative
is institutional credit, private or other, but this tends
more than ever to confine itsclf to the bigger cultivators
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if it is not channelled through some form of ceoperative
association of the borrowers" (All India Rural Credit Survey,
1954 Vol, II - p,372). Consequently, the cooperatives are
already handling a sizeable portion of the total credit provided
for sgriculture and where this is not so the attempt is to
improve their significance. Since agricudture is susceptible

to the vagaries of nature and since large areas in every

country of the South East Asian region are exposed to droughts
or floods, the institutions dealing in agricultural credit have
" to meet situations arising out of natural calamities which
adversely affect the repaying capacity of the farmers and
consequently their own ability to honour their obligations

to the depositrs and other creditors. To overcome this difficulty,
the All-Indla Rural Credit Survey Committec recommended the
establishment of Agricultural Credit Stabilisation Punds gt the
levels of the central and State cooperative banks and at the
national level in the Reserve Bank. The cooperstive banks are
required to contribute & giveh proportion of thelr net profits to
the Fund to which the Government contributes smouats in excess
of the dividend of 3 per cent on t};eir cepital in the institutions.,
Besides, ad hoc contributions are made to the Rund out of
outright subventions and long-term loans from the Government
carrying a low rate of interest, as the appropriations out

of the profits of the institution can only be meagre in relation

to the requirements., The National Agricultural Credit
(Stabilisation) Fund which is maintained by the Reserve

| Bank receives contributions out of its annual pmfits.

When a situation arises in which damsge due to natural
calamities affects the crop yields by more than 50

per cent, the short-term loan teken at each level viz. the
individual farmer, the primary sociebty, the central coopera-
tive bank and the state cooperative bank is converted into a
medium-term losn for 3 to 5 years by drawing on the Stabili~
_sation Punds., 4s s result, the individual is assured of
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adequate credit for his next year‘s operations and the
institutions are able to meet their obligestions. Otherwise,
a gituation like this would have caused a severe strain on
thelr liquidity, In Japsn also there is a Watural
Msaster, Rehabilitation Fund to which contributions are
received from private funds, agricultural cooperatives and
banks, Loans et concessional rates are provided to fammers
who suffer damages on account of natural dissster like
typhoons, ﬂoods, earthquekes ete, State and local bodies
provide an interest subsidy to the lending institution to
enable the latter to charge a lower than its economic
lending rate. These bodies also stand guarantee for these
loans and compensate the institutions in case of default,
The examples of Indis and Japan poirtout to the need for
specific funds to take care of situations arising out of
natural calamities so that the liquidity, stability and
efficiency of the cooperative financing institutions are not
impsgired,

I1, HNon-credit Cooperatives

State partnership & support

19, The problems of financial management in coopergtive
marketing societies, consumers stores societies and
cooperative manufacturing and processing cohncerns are
dilfferent from those of the resource cooperztives. In all
the cases of non-credit organisations the equity base has

to be sufficient tc enable them to provide the marging pres-

cribed by the lending agencies to which a reference has
been already made, A cooperative being an association of

persons with common interest can tap capital from not all

the sections of the community and not from anywhere, but only
fron a limited number of individuals or from a limited
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area., The people are bound together not by the desire to
maximise the return on capital, but by a desire to get goods
as cheaply as possible as in a consumers soclety, or sell
goods as dearly as possible as in a marketing cooperstive

or sell the finished products as dearly as possible as in a
cooperative sugar factory. Since those who arc bound by the
common bond of service are people of smsll means, it is
seldon that the cooperative trading and manufacturing concems

can mobilise all the capital needed even to meke a beginning,
This is recognised in Indlia where there are two ways in which
the share capital base is sirengthenecd. Firstly, the Govem-

ment participates in the share capital of cooperative marketing
societies, processing societies and consumers stores societies,

Secondly, the Reserve Bank of India Act enables the Bank to

grant medium-term loans to farmers and artisens for periods

extending upto 5 years to purchase shares in concems engsaged
in the processing of sgricultural produce on a cooperative

baﬁis 'Y

. It is not enough to make arrangements for the
collection of required capital by the cooperative, Some of |
them mgy nced large aounts by way of block capltal loans.
Lending agencies, particularly outside the cooperative
sector which control long-term resources, are generally hesi-
tant to grant large loans with maturity extending over s
long-period. 4 cooperative is a democratic body where on
man vote 1s the rule, and hence one is not sure whether
persons of established integrity, industry and efficiency
will always be at the helm of affairs, In shor%, the
lending sgency is not sure whether the cooperative will
develop a personality of its own which is governed by business
and economic considerations and rises sbove the interest

of the individuals who sre its members. Such confidence can |

certainly be created, but it mey take some time to do so.
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In the meanwhile, the lending sgency may have Lo rely upon

the assurances given by others, One cen think of

only the Government coming forward to do so, because the
Government is interested in the well-belng of the economi-
cally weaker sections, In India the Government extends
guarantees to the long-term loans provided by the Indus-
trial Finance Corporation of India, the Life Insurance
Gorporation of India or the Industrial Development Bank of
India. It is this gesture as well ag that of direct
participation in the equity by the Government thiat has
been in no small measure responsible for the increasing
contribution of the cooperatives in India in marketing

and processing of agricultural produce and distribution of
inputs of agriculture or essential domestic requirements.

Measures to attain self-sufficiency

21, Financial management of a very high order is
needcd in a cooperative which comes into existence on the
basis of the massive support extended by the Government.
Government participation in the share cgpital and Govern-
ment guarentees for the term loans can be the reasons

for taking over the control of the cooperative in case the

financigl results are disappointing, The affairs must

be mangged in such a wgy that not only are the instalmenis

of the loens paid in time, but arrangements are made to

retire the Government capitel. In its snxiety to please

its membership a marketing or processing cooperative should
not try to purchase from iis members agricultural produce at
prices ar a consumers stores soclety should not try to sell its

goods at lower than the market prices or a manufacturing
cooperative should not postpone providing adequate depreciation
in respect of its fixed assets. Each one of these organisations

nast operate first on commezcial or business lines and in case
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there is a surplus after meeting all the commitments including
those in respect of loans guaranteed by the Government or the
Government contribution to share capital, the same mgy be
distributed among the members as patronage dividend. Financial -
managemeny in these circumstances becomes an exercise in
wellking on a tight rope, becsuse it is not an easy job to
convince the largé body of membership of a cooperative trading
or manufacturing concem thaf they mmst sacrifice their
temporary gains in the larger intersst of the oxrganisation,

gs/81175
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A CONCEPTUAL FRAMETORK OF PLRANCIAL
MANAGEMENT OF COCPERATIVES IN THE PHILIFPINES

The Approachs:

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 govermment agency that has a better over-
view of the cooperative movement, 4s a participant from the private
sector, I shall attempt to analyze the financial framework of cooperatives
against a historicali, éultural, legal and governmental backdrop, along
with the economic and-business climate now prevailing and expected to
prevail in the next ten (20) years, This approach is premised on my
observation that the cooperative movement in the Philippines hag 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 abttempts to organize many types of cooperatives in the

last three decades.

Legal Framework of Cooperatives:

We have several laws covering most types of cooperatives, both
eredit and nonecredit., We also have the framework of a national coOpe
erative bank, now defunct, We also have se veral cooperative schemes
incorporated in the lending programs of state bonks, There are alse
special and agrarian cooperatives which continue to exist today which
are indeed remnants of past efforts of different sadministratiouns,

The newly rekindled interest oun cooperatives is a by-product of a ree
ecrganization of political units in the barrvio level, such ag, the Barangays
and the Samahang Nayons, As you carry out land reform and restructure
political and economic units,; the cooperative system of deing business is
always looked upon as the most appropriate system to maintain the

econciic viabilities of production units, especizlly in the agricuvliural
sector, _

There are also cooperatives covered by special laws such as Building
and Loan Associations. There are also specinl laws covering tiered
cooperatives at provinéial and nationsl 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 enumeration, which is not even exhaustive,
that these cooperatives are not operating under a single charter; that
their supervision and developrment are not centralized or even rationalized,
borne perhaps by the fact that their creation are sometimes mere by-
products of a bigger concepti or that they arve remnants of now defunct
agencies, or that they are mere conscquences of banking policies as a

means Lo achieve greater social and economic ends.

This indeed, is a challenge to any public administrator given the
task to promotc and encourage cooperatives becausc he has to contend
with different agencies, such as, the Office of the President, the
Department of Trade, Department of Local Govermment, the Central Bank;
the Home Financing Commission, Provincial and Hunicipal Governments

and the severzl state financial institutions,

Economic Concepts of a Ccoperatives

As a form of business organization, & cooperative must scek a
genuine economic role. There has tc be 2 need to be fulfilled. It nmust
operate at 2 so called Moconomic size" to enable it o operate with
viability. It must operate under an econcmic enviromment that is
healthy and profitable, It shall be evaluated under the seme criveria
ag other business organizations, in terms of profit and growth and therew
fore, must operate efficiently, with good management and with technical
expertise in the ficlds of production, marketing and finance, It must
achieve its aime, aware of its strengths and weaknesses and must pre=-
pare a plan or a sot of strategles in the face of & total business environs
ment. Given these conditions, opportunitics and constraints, it is folly
to discuss the cooperative movement withoul regard of the total environ-
ment under which it is to operate, or to presume th&t-the cooperative
movement per se will succeed because it hag succeeded elsewhere or
because it has imherent advaniages or a definitive role in a totel environe
ment,

T shall now analyze specific characteristics of the cooperative system

which have economic considerations,
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The Economics of Size:

A cooperative camnot defy economic laws, Congidering that most
cooperatives are started with meazger cquities and resources, risk of

- failure is high. BResource build up on its own is generally slow.

Beset with the problem of uneconomic size, government support couwldd

well overcome this disadvantage. On the other hand, government does

not financially support cooperatives at its infant stages preecisely because
of (a) the anticipated high risks of cooperatives at that stage (b) the
attendant massive credit exposure when executed in a national scale,

(c) theilr own expectation that the cooperative movement must be

accompanied with an educatiocnal process which is naturally siow and’

(d) the gargantuan task of supervision and control thst must attend

government support of this type,

Analygis of Economic Heeds

I find it wrong to proceed in the encoursgement and promotion of
cooperatives based on the generad assumption that a cooperative will
succeed in all places, at all times and in any endeaveor, It is more
prudent to assume that there are very specific situations, environments
and climate wherc the movement will succeed., The search for the eco-
nomic need must be vory thorough and must precede its organization.

For example, it is wronz to presume that a cooperative has builte-in
profit margins because of its ability to eliminate the middlemans A
different approach will require an analysis whether indeed the middleman
can be dislodged in & locality with case. It may be that the middlemsn
is already performing an efficient economic function in the area and is
earning his margins reasonably, in which case 1t shall be more &ifficul?d
for the cooperative to succeed because in the uItimate analysis the
cooperative shall be evaluated by whether it can perform a more efficient
geonomic function or not, OCur cconcmic. enviromment is segmented and

analysis must likewisc be secgmented.

gﬂygggﬁnggggan_gpd Managemcnt Concepts of the Cooperative:

There is a great deal of business romanticism in the cooperative


http://vd.ll

110
ACCM -~ RP

A Conceptual Framework of Finane
cial Management of Cooperatives
in the Philippines

e

movement, The cooperative is a great ownership concept but is egually

a very poor management concapt. A cooperative gives all its members

a real piece of the action, However; cooperatives suffer, more often
then not, from lack of menagement, Building manngement skills within

a cooperative is very slow process. Considering that a cooperative is

a political unit, with all members just carrying only one vote, the
political leader is likely %o emerge as the cooperative manager. 3Sad

to say, leadership cannot be fully equated with management and hoping

to budld management skills within the core of leadership is fraught with
many pitfalls, FPlanning, control, marketing, production and finance:

skills cannot be presumed in leadership,

Temporal, spaiyial and Fumbers Considerations:

The cooperative movement is alvways associated with big muabers .
of participants, dispersed throughout the country,; addressing themselves
to diverse activities znd established in different time spans, ‘The interw
play of numbers, space and time, considering diverse situations and
cnvironments, in different places at different times, makes a national
cooperative program a very complex onc indeed. I do not think that
thiere is one prescription or one strategy that will work., Dach coopera~
tive, must be based on a very specific purpose or objective and must

regquire & very specific strategy.

RTecommendations

Buginess Plamning Mugt Precede Organization. The onus of plamning

must be centralized and funded by govermment, The plamning function
must be assumed by Government and not by the cooperative memberg,

Planning should not be Lleft Yo chance and govepnnent 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 govermment to pro=-
vide supervision and support after organization, Government support

gspecially planning support, must be available before organization,

Management Must Be Superimposed, The cooperative business in iteelf

is risky and it is presumpiuous to expect that the cooperative on its
ovm can develop inphbuse management capability, Management must be
obtained from a pdol of trained and skilled cooperative managers, not
necessarily from the ranks of the members, Again, the government must
establish this pool of managers through plonned recruitment and treining.

Financial Support From Government, Financial support of government

to cooperatives must also be evaluated from an economic viewpoint,

It does not make sense to spread financial support to 00 many cooperos
tives, too thinly, Financial support wmust be based on & business plan.
Normally, govermmsnt financial support is expressed in general and

uniform terms, which certainly cannot be responsive to varying and specifie

needs of different cooperatives,

Hedexamination of Cooperative Development Strategy. The approach of

most cooperative movements is to build & wide base of small cooperatives
and later support them by establishing an apex organization, This I
think, is a weak strategy. I sce wisdom in starting with the esteblish-
ment of an apex cooperative organization that will later plan, establish
ahd 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
provineial and municipal levels rather than the ofher,way 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 Rather Thon Competition. I question the validity'of

pitting cooperatives against other private business organizations and
other institutions such as the middleman. I see value in dovedailing the
cooperative effort with the existing participants in an economic society,
There is ne reagon 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 matual advantage,

Existing financial instituiions, such as, rural banks, investment
houses, thrift banks, etc. could be tapped to provide support not only
in financial matters but in marketing, production and management, as.
well, I do not believe in cooperatives working as a class by itself, 1
do not see any conflict of interest with the aforementioned institutions,
In fact, I foresce that with & little more imagination, these very same
institutions could be the sponsor of many cooperatives so that the burden

of support by the govermment can be reduced, Undexr this doctrine, we

they be able to minimize, if not eliminate, mony of the inherent ills of
the cooperatives, For one, I foresee massive transference of monage-

ment and technical skills from these institutions towards the cooperatives.

All these recommendations are made out of my personal belief that
there is much to commend and mich %o hope for in the cooperative movement,
This view, I think, is shared by all, We in the private business sector
are confident.that inspite of the historical, geographical and culfural
handicaps attending tne cooperative movement, it will cventually find its
real place in the Philippine economic setting. Given the opportunity,
we would 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, oxr-
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
Organization,

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 ocutlook of management based on _
authoritarian approach hds been compared with the en-
lightened outlook of bringing out the best in men

- through participation 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 worlers for achieving oxrgani=-
zational objectives under proper incentives and
working condltlons. .

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 gét-
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 while utilising theixr abilities, capae
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
tems of goals set and achieved by the concerted effort of
a motivated group of people, Modern management has been com-
plicated by technological change, large scale operations and
mass production, Whereas this has resulted in increased pfo-
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 la=-
bour force but is an individual whose rights and dignity as
a2 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 cobjectives and in general
being a loyal member of the team, The contribution of beha-
vioral sciences to our understanding of human motivation and
behaviour on the one hand and the increasing complexity of
business management due to technological changes, large
scale operations and mass production on the other hand have
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given a new dimension to Persomnel Management,

.Personnel Management is conveniently discussed in two
parts, Principle of personnel management and administrative
aspects of persomnel management, In this session we shall
discuss the first part of the Persomel Management which will

include:~

I - Personnel Manageme it and Cooperative Oxganization,

IT « Principles and Moti ation,

TIIT - Policies and Procedures.,

IV .. Work Situation. _

\Y ~ Workex Participation and Improving Industrial

Relations.,
The administrative aspects which usually include em=
ployment (ox recruitment), training, wage and salary adminise
tration, collective bargaining and beneiits and Services are

not covered in this paper,

I~ PERSONNEL MANAGEMENT AND COOPERAT IVE ORGANIZATION

Personnel Management has 2 special place in cooperative
organizations and more so in developing countries. Whethex
the personnel function is caxyi ed cut by the elected direce
tors (or managing committee members). general hanager {or the
Secretary of a Cooperative} or by delegating 211 or a portion
of authority and responsibiiity to a special group or depart-
ment of the organization depends on such factors as the stage
of development of the ccoperative, outlook of the board of
directors, the extent of dependence'of the cooperative on
the gover it and or financial bodies and the quality and
streng*h of the management., Moreover these factors them-
selves are interdependent, During the early stages of deve=-
lopment of the cooperative organization the board of direc=~
tors might have selected and appointed the staff, determined
their salaries and working conditicns and also planned the
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business strategies and policies. When the business has de-
veloped both in volume in the number of staff and theixr 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 delegated to the
full time professional management in the interest of the con~

tinued progress of the organization

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
(i.e., irrespective of their contribution to the share capi-
tal) as distinct from a joint stock company wherxe 2 membex
has as many votes as the mumber of chares held by him., Thus
in the joint stock company a small nuaber or group of people
have a decisive say in the composition 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 this continuity of direction, of clearx
business objectives, of stable management. or organizational
structure and of personnel policies in cooperatives in Asian
countries? If we do, 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 system based on one mnember one vote? Proe
blem of population pressure resulting in pressures for eme
Ployment on limited job opporiuvnities 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 oxganization as 2 whole for its

continuous, uninterrupted rrogzess.
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There are also other guestions, to which the cooperaw
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 Min
and His Job" (American Management Association 1962}, has

suggested the following questions to be considered for esta=-

blishing the organizational structure which can enable exe~
cutives to work together effectively as a co-ordinated team:-

“1;

£

3.

What are the activities essential to achieving
the company's objectives? Have all those acti-
vities been adequately provided forxr?

Are responsibilities properly grouped to achieve

the most effective results?

a., Have activities been so classii ed a2s to
facilitate theix supervision by one person?

be. Have the responsibilities assigned to any
one person become too numerous and complex

for hi, to handle effectively?

c. Have any responsibilities been assigned to

more than one orxganizational unit?

d., Wherever possible, does each arganizational
unit have responsibility for some completed

piece of work?

Are the lines of authority and communication bot-
ween individuals best adapted for effective su-

pervision, coordination and control?

aes Do executives have more subordinates report-
ing to them than they can supervise and co-
ordinate effectively?

0
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Is the number of levels of authority kept at

a minimum’?

Do some persons report to more than one su=-
perior or to none? Does each member of the
orgenization know to whom he repcr ts and who

reports to him?

Has adequate provision been made for coordina-

ting related activities?

responsibility and authority properly assigned
defined?

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?

Are distinctions between line and functional
authority and staff work recognized?

Are the responsibility and authority of each
executive in his -relationships with other parts

of the organization clearly defined?
Is responsibility matched by authority?

Have the organizational plan m d the respon-
sibilities, authorities, and relationships of
executives been reduced to writing in an orga-

nization guide? %

A thorough examination of the operations will bring out

a number of issues which 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 manzgement, and the management and su-
pervisory staff in performance of the 'line functions' of the

organization,

The distinctions between staff and iine are not ck.ar

out and are usually made with some qualifying statements,

The functions of line and staff have been distinguished

by Lawrence A, Appley as follows:-

""The line organization inciudes those people who are
engaged in the manufacture and distribution of the products

ox services for which the organization existis.

The staff is engaged in those activities that assist
the line in the attainment of its obicctives, The line canw
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 wi th the same activities, their

relationships to those aciivities are distincily different.

The functions of the line organization are as follows:
to set program and policy; to activate progran and policy;
to make the decisions and direct the organization required
to attain the objectives of the organization. The staff Oorw
ganization has the following functions: tc 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 progrem; to train the line in the use of
such tools; to help in the selecticon and development of spe~
cialized personnel; to measure the effecfiveness with which
policy and program are applied; and to report results to
top management',
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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,

IT - PRINCIPLES AND MOTIVATION

The organization achieves its objectives through the
people it employs, The understanding of human nature and the
influence exerted by 2 fast changing environment have a direct
and important bearing on the management of people at work, In
the search for understanding of what makes people 2s indivi-
duals and as a group wrk, two sharply divergant concepts of
management have been put forward by Prof, Douglas McGregor of
MIT, as Theory X and Theoxry Y.

Theory X is the conventional approach to management based
on hidebound traditional assumptions about human behaviour,

according to whichi-

2« Human beings arxe.inherently lazy and will 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 requixes.

¢, 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 nature, Such mae
nagement is found to be incfeasingly 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 recources to contri-
bute their share fully for mutual growth and fulfilment.

According to Kuriloff the negative assumptions of Thzoxy
X under the philosophy of the assembly line where the worker
can see only a minute segment of wm.k in front of him which
he has to perform repeatedly without the satisfaction of par-
ticipating in the completion of the whole job, This leads to
depersonisation and robotization of human existence. 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 are the assumptions of Theory Y based on
objective behavioral research:=-

2. The expenditure of physical and mental effort in
work is as natural as play or rest,

b, External control a2nd the threat of punishment are
not the only means of inducing people to work
toward organizational goals, Men will exercise
self direction and self-control in the.service

of objectives to which he is committed,

c, Commitment t© objectives is a function of.the

rewards associated with their achievement,

d. The average human being iearns, under proper
concitions, not only to accept but also to seek

responsibilities,

e. The capacity for exercising a relatively high
degree of imagination, ingenuity and creativity
in solving organizational problems is widely,

not narrowly, distributed in the population,



. 123
ACCM - BP

Personnel Management
- 10 -

f, Under the conditions of modern industrial life,
the intellectual potentialities of the average
human being are only partially utilized,

The assumptions of Theory Y are based on.the well known
formulation of human needs developed by Maslow., Man is a
Creature o ever-expanding needs. Once his basic needs are
satisfied others take their place in the following order:

‘a, Physiological needs for food, water, air, shelter,
rest, exercise, and so on required to satisfy the

biological demands of the human organism,

b, Safety needs for becoming free from fear of depri-

vation, danger and threat on and off the job,

Ce Social needs which people have for gregariousness
and social interaction, Men like to group together
for many purposes of life, They meed to associate,
to belong, to accept and be accepted, to love and

to be loved,

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, Selfwactualization needs for the realization of
individual potential, the liberation of creative
talents, 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., Mzslow has estimated that in Americon society the
average citizen is about 85% satisfied in his physiological
needs, 70% in his safety nceds, 50% in his social needs, 40%

in ego needs but only L0% in his self-actualization needs,
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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, othex higher levels in the hierarchy

of needs still can and do play an important role in motivation.

Theory Y management aims at intergrating individual
goals with those of the organization = at making the job the
principal means through which each employee can enlarge his
competence, self-control and sense of accomplishment, In
such an atmosphere, employees are likely to identify with the
goals of the organization because the organization -didentifies
with their goals, In effect, the organization is propelled
by the motivation of its various members, whose individual
contributions combine to achieve the overall goals of the

enterprise,

Managerial processes of the business organization createc
the work enviromment 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 writesi=

UIf people have a hand in setting targets for theme
selves, they'll 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 indiffexence and apathe-~
tic if they had more influence on the decisions that affect
them, 2nd 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 employces especially must be given freedom to
work at the highest levels of which they are carable, and ways
must be found to provide this freedom within th- disciplines

of the business oxganization,

"This mey mean greater decentralization of authority
and reSpdqsibility for end results « the establ:  sament of
teams having profitemaking or creative responsitility, yet
operating within the formal framework of multipui:pose drgani-
zations, It suggests form and structure.of a:ganizatioh but
flexibility and movement wi thin the form, It 2730 suggests
that job relationships and responsibilities shou’.d be orga=
nized in terms of agreed-upon end results, with “ull latitude
being provided within the framework for the accamplishment
of individual goals

There are many opportunities for the mana:zr to provide
for employee participation in the day-to-day wo’: situation:

" Setting work goals,
Planning for work accomplishment,

o
c
o Planning for work or performance imprcrement.
o Reviewing progress, .

o

Providing expos wre to developmental act 'vities,

When key people help decide what should b:: done and how
it can be accomplished, with their superior actinrg as a re~
source pexson = suggesting; guiding, and stimulating = they

usually:
L

0 Have a better understanding of what the job is and

what results are expected.

o Establish more imaginative and challencing job goals
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in keeping with.their purposes and within the frame~
work of the job,

o Work more producitively, using the methods nost ef-
fective for them, '

o  Assume responsibility and a2 sense o commitment for
accomplishment,

o  Actively search for, and develop, their own solu-
tions to problems,

© . Recome more .aware o how their achievements measure
upto agreedeupon objectives,

In short, mutual involvement follows logically from our
recognition of individual abilities, It capitalizeé on diffew
rences rather than similarities - and these differences may be

-of extra value in the accomplistment of work by high=talent
people, '

IIT =~ POLICIES AND IR OCEDURES

Cleaxly 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 with its staff,

The policies should be formulated by the board.of direc-
toxrs with the aetive participation of top management, They
should be long=~range and should be stated in broad terms in
writing. As policies are formulatéd by the authority at the
highest level, the managers and supervisors can proceed with
confidence in devising the procedures to attain the organizae-
tional objectives within the froamework of stated policies,
This facilitagtes the decentralization of authority and respon-

{
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gibility. With the help of the policy statements on employze
relations objectives, the personnel management group can as=
sist the line organization in achieving these objectives,
Moxeover the statement of personnel policies beccomes & charter
of goodwill and assurance for workers giving them & sense of
secur ity and confidence in the outlook of the organization,

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 while they are being determined it is necessary to de~
cide on procedures 2lso, These are the methods or executive
arrangements necessary for achieving the objectives stated in

the policies and to ensure that the policies are followed

consistently,

A general statement of personnel policies may precede
others, For examplé, it may state the view of the.oxganization
that the highest standexd of pm ductive efficiency, job satise
faction for employees and adequate reward to employees depend
upon mutual involvement, and willing co~operation and collaw

_boration between managers énd 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 factwy of vorious ranks and grades,
who are efficient in their work and who find satisfaction in
the service of the o ganization, (dii) assuring them of the
continuity of employment and other conditions.of work to the
greatest extent possible for the organization, and (iii) offer-
ing oppoxrtunity to advance in capacity, 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 face-
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tors, methods of fiwing pay and their negotiations, Scocial
principles of justice and individuality form the conceptuzl
basis for a wage policy (i) to pay 2 sufficient wage to a man
to enable him to meintain his family of normal sizep (ii) to
establish a differenticl in skills, responsibility and merit
amongst various trades wherever appliceble and practicalg
(iii) to adopt a high standard of procductive efficiency with
lower cos ts and higher earnings, (iv) to pay incentive wages

based on the financial position of the organization,

Industyial Relations Policy: It is foxmulated (i) for
ensuing the cooperation and collaboration of the employees to

achieve oxganizational objectivess (ii) for recognizing the
trade union or the representative association formed by the
employees to represent them collectively with the organization;
(iil) for establishin~ - 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 sexrvices and welfare progrommes if they are desired
by the employses, if they are mutually beneficial at long run
and arxe administered preferably by employees thenselves, The.
policy may be famuloted cccoxrdingly. These services and wel-
fare programmes may 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 are well paid, personnel management
in some industries face the problem of dissatisfaction arising
from the working enviromment, 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

2y Physical Environment:

In coal mines, engineering establishments, some texw
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, clesnliness and orxder increase satis=
faction in work and favourably affect the attitudes of
employees, their sense of self respect.and their stane
dards o what is fitting and beautiful,

Pe Mechanical Environment:

Machines upon which workers are employed.and the roue
tine processes form the work environment, Mechanical
contrivances bring a sense of order and precision into
the work rocm 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 o the machinery, speed and
risk do cause strxain aml anxiety,

2o Physical Aspects of Work

The personnel management i$ concerned with the connection
between fatigue and efficiency (i) fatigue from brief bursts
of activity is not usually found.to.be a problem; (ii) fatigue
from depletion of fuel reserves, e.,g. fatigue due to malnu-
trition is often encountered in the industrial ocrganizations
in Asian and developing countries, Europe had faced this
problem in the postewar years; (iii) fatigue from heavy and
hot work of furnace and foundry worle rs is an industrial pro-
blem of physiological type. This fatigue is offset by cooling
drinks with salt, (iv) tNervous! fatigue caused by anxiety,
monotony, vocational maladjustment, concentration of attention
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over long periods without pauses for relaxation, poor lighting,

noise, etce

Attenpt has been made to measure the effect of fatigue on
production by preparing the production cuxve in a2 factory.
The curve rises slowly to.2 maximum in mid-morning but declines
towards lunch recess time, After lunch it begins.at a lower
level and follows the same pattexn as the moxrning.

Similariy a weekly production curve showed lower pxoducw
tion on Mondays and Szturdays than on the days inbetween,

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 cone
sidered desirable to introduce changes in the.work schedule as
frequently as optimum production would permit, '

H

V o WORKER PLRTICIPATION AND IMPROVING
TTDUC TRTAL TELATIONS

Mostly our industrizl outlook has been based on the une-
questioned oauthority of management and the belief that they
can always take correct and acceptable decisions and other em=-
ployees are paid for doing what they are told to do, This atm
titude comes in the way of creating thelétmOSPhere o nutual
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 muw-
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tueal distrust .and lack of confidence are also carried to the
discussion tables of joint consultation committees such as
workexs committees, production committees, grievences commitw

tees, etc,

Industrial Relations and personnel administration are ofte:
treated as unavoideble nuisances, Cften the management is inw
clined to consider the workexrs disloyal to the oxganization if
they join the trade union, However i+ is possible to build up
the loyalty of workers both to the oxganization and to the trade
union, if it is understood that when 2 worker joins the union
he is not necessarily.dissatisfied with the oxrganization or the

management as a whole, By joining the union he wants.a share
in the management decisions which affect hiy, directly, He
also secks recognition and dignity of nis position amongst
other things while joining the union though unfortunately this
motive is often misconstrued as & mavk of diSIOyalty.to the
management and the organization, wuoss beligerence to the
union incites indignation.and a feeling of maxtyrdom amongst
the union representaztives, This is 2 non~constructive and new
gative approach which is detrimental io morale, productivity,
quality of work as weel as for better industfial relations, ..

An average worker can and wants to contribute to the sow~.
lution of the production problems under suiteble circumstances,
Ihough,this cohcépf challenges the traditional management phie
loszophy, and calls fox a measure cf comockasy dn dndustry it
permits dignity of laboux, satisfectiin in work and a sense of
involvenment and participation at all invels, The idea of par=
ticipation, was put in proctice durifhg the late fthirties? .in
UsS A by the steel worker, engineer and trade unionist Mr,.
Joseph N, Scanlon in 2 steel plant on the verge of collapse,
The - idea of worker participation in production pr oblems which
came to be known as Sganlon Plan resulted in such & tremendous

[ - - ’ '
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group effort at reducing cost, improving quality and . raising
production to make the company solvent far the benefit of all
concerned that it sprezd to o number of industrial enterpri-
ses, ranging in size from 60 employees to 5000 and included
such diverse industries as furniture, silver ware, steel fa~
b:icating; printings; rubber processing, corrugated paper cone |
toiners and radio and television,

The worker participation in productién problems does not
mean liquidation of management authority for making decisiolns.
What it involves is the willingness of managenent to discuss
relevent problems and decisions and %o zccept useful and consw
tructive suggestions for improvement, It involves willingness
of management to face criticism ot various levels, but it is
amply rewarded in the enthusiasm of people at work, in theix
added efforts, both physicel and mental, in solving problens
and reaising 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 tao the common cause, to their group
effort, Thus participation does not mean only criticism, it
means constructive suggestions for improvement and it also
- means willingness to work hard 2t putting them into practice.
But it is not just the hard work alone, Real success results
from people working mar e effectively and from cooperatign bet=
ween those who manage the factories and those who operxate the
factories,

It is very important that the additional productivity
and extra net profit as a result of*workerlparticipation be
neasured as close to the realities as possible, and the fi-
nancial incentives be given to employees to r eflect the ad-
ded gains in productivity and profits, This zlso gives a .
sense of pride, diirection and accomplishment to the employees,
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Amongst the major advantages of participation ares (i)
conscious attempt sometimes found in group or individuals to keep
the productivity down, gradually goes awayj (ii) waste of time
is avoided by employees voluntarilyj (iii) new ideas, both tech=-
nical and administrative, for raising the productivity find a
favourable response and cooperation fxrom workers; (iv) these
ideas are often impmw ved by worker participationi (v) management
and supervision improve and supervisors become more alert to
match the alertness and enthusiasm of workersi {vi) better commue
nication through various levels of the hierarchy is achieved and
management gets first hand information zbout problems and solue
tions of plant operations, '

Amongst the difficulties in implementing the idea of pax=
ticipation for problem solving are := (i) pe:suading the trade
union to cooperate; this is however overcome when manzgement has
accepted objectives of the txade union and the way they function
because the participation does not weaken the union.but permits
the continuation of collective bargaining for wages, etc by union
while they cooperate for rxising the productivity; (ii) the other
obstacle in the way.of participaticn is the initial loss of pres-
itige for management, and more 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 mbgt of the supervisors however will be possible; (iv) decie
sions have to be tzken by management more speedily, procrastinam
tion has to be avoided; manager does not necessarily have to agree
with all Ideas of his workers who know the importance of judgement
by the boss from his perspective but the boss should dbe approach=
able and accessible i his people,.’

In the 2nd I might say that great oppeortunities exist for
cooperative organizations in Asia for harnessing tremendous human
resouﬁces and natural resources through extending the democratic
principles of the ccoperative-institutions to their outlook and
practive.of mshagenent of peoplé whom they employ to run their
businessy . :
00D wme
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Ve meet at a great turning point in human history where a worldwide
crisis faces mankind not only in matters of peace and economic development
but also because humanity has been ghalen by severe social and psycholo-
gical tensions, perhaps never encountered at anytime in human history, As
human beings, we have realized +that we cannot be isolated in our independ-
ent existence, that society is the whole world, It will take great
imegination and foresight to survive in this vexry challenging worid, it
is no longer sdeguate for any of us to depend on curselves alone, YWe must
develop a deép sense of community.

To our natiosal and world lealers, a growing consciousness has
developed - that fullfilimcnt can only result from becoming or belonging
to a community., This consciousness of the interrelation of people in -
society and of nations is the name of the new ball game. To the;develop-
ing countiries in Agia, this means that we shall have to re-examine our
assumptions and velues if we are to successfully overcome the hazards and
challenzes of ihe modern world., It is possible that 2 lot of our problems
arice from mental blocks which prevents us from working together, -

President Marcos has, on various occasions, articulated these needs
for a sense of society, The ararchic order of things prior to Martial
Loaw nede 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 our pride becmuse we have been
privileged to witness the reformation of our values and attitudes, Ve
have been able to overcome inspite of a series of worlﬁwide economio
crises, difficulties in our economic development and we have achieved
considerable growth rates inspite of severe restrictions, Our social,
economic and political ingtitutions have emerged with new vigor and
vision, But most of all, the Pilipino hos come to respect himself and
has achieved a better appreciation of himself as the master of his own
decstiny., |

These new dimensions in the Fhilippine society has made marked

“inprints in the area of Personnel Manoger, Where once the crstwhile
pariners, labor and Management were constantly at loggerheads, a new
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order has vpeen instituted oriented more towards cooperaticn 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 muiual partnership. The New Labor Code

has mandated thet differences hetween labor and management shall be
resolved through peaceful means at the negotiating table and has decreed
that the economically disastrous weapons of strikes and lockouts are
outlawed, Arbitration, both compulsory and voluntory has becn institu-
tionalized as the sysiem for resolving differences not only between _
organizgd labor and management, but also those arising from employer—
employee relations, We have adopted expeditious means of settling other
disputes through an Administrative Tribunal, rather than the ﬁrolonged
proceedings in the regular Courts of Justice, 4nd yet, the Code has also
emphasized the dignity of the working man by giving him ample protection
thet may be perpetrated by uwnscrupulous employers. Heasenable labor
standards have boen seit-up designed towards the amelioration of employees,
The Labor Code has seen it it to institute a system whereby employees
shall share in the fruits of an enterprise by granting employees reason-
able wages and fringe benefits commensurate to the ability of the
employer to provide same, The trade vnion movement has been strengthened
by doing away with the pernicious practice of unserupulous fly~by-night
labor leaders of establishing spurious unions. We have adopted the
concept of a cone-union iu one industry and hopefully this will be a
prelude to industry wide bargaining which certainly will up-grade the
economic conditions of workers, '

But more than this, *he main trust in Personnel Management in the
Philippines, has been restrmuctured recruiiment proccdures by making the
government a partner, We have done this Ly the establishment of employ-
ment exchanges all over the country deSigned purposely to provide industry
with available trained manpower, The Notional Manpower and Youth Council
in partnership with Industry has embarked on a nationwide training
program designed not only for employees already empleyed but with major
emphasizs on the unemployed‘paxticularly the out-pf-school youth.
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Trainipg schemes in industry hove been encouragod by the grant of tax
incentives and this hag triggered training consciousness among mansgement
pecple all over the country., The gomut of training and development in the
Philippines has taken the form of inplant and outplant programs, Ve have
established & number of training institutes which not only takes care of
skills development but also handles supérvisory and management development,
Our wiiversities and colleges have become eware of this development, Hence,
they have embarked, in coopération with Industry to provide degree and
non-degree programs, The prestigious Asian Ingtitute of Management has -
turned out im its short existence a respecitable number of trained mahagers
not onl} for the Fhilippines but also for Asian countries as well.

There has been a national realization that the effectivéness and
profitability of an enterprise is directly proportionsl to the'amount of
investment in training and development of people. This rising consciousness
" has propelled the establishment of a new breed of technocrats, where g
ready, willing and able to meet the challenges of modern menagement,
Together with this development we are now in the process of converting and
modifying the role of the personnel administration from one of enforcement
of compsny policies to one of developing and motivating people. The
criticael area of motivetion has been given critical importance as it has
been proven, time and again that this is closely correlated with
productivity, You will note, ladics and gentlemen, that this new thrust
is & complementation of our national cffort towards development, that
we have become responsive to the needs of society; to'the sense of com—
minity that we have embarked on. That only through togetherness, only
through cooperation can we hopé 1o achieve our national goals.

All these, demonds o new et of values, a new set of attitudes. We
no lenger can afford the luxury of standing still and watching the world
g0 by. We have embarked on this nationsl adventure and we are determined
as a people that together we shall overcome,

S0 that today, &n we face this crucial stage of development, our
flexibility will be put to severe strains. The effects of the international



138

ACCH . BP
Personnel Management

- 4 —

economic dislocations have been grest and yet we have dared inspite of-
the seemingly insurmountable pbstacles to face the challenge of develop-
ment, ¥We have reasons to believe that we h.ove made progress and we have
reasons to believe that these reforms in our society will not only prove
meaningful to our pecple but to all fellow Asiams, in so far that these
changes can meaningfully contribute to stability in Asia,

In closing, let me reiterate the trust of Personnel Management in
the Fhilippines is no longer merely administration but one of dynamic
development and let me assure you my friends that we welcome this challénge
for it will give the now Filipino greater confidence to besbow to the
future'generations 8 better nation and hopefuily & bhetter world,
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COMMUNICATION alD COMMUNICALTION PROCEDURES

by

Ghite Levin
I.L.O. EBxpert,

The rapid development during this century has led to an
explosion of information and commnication. #ith the tremendous
amount of communication in the modern society you sometimes feel
that you have to get out of it, to escape being the target of
all messages passed on to you in various forms: advertisements,
rmisic, political addresses, news bulletins, =sto,

On the other hand you need communicaticn, especially so
in the job situation. You need to be informed about things, to be
motivated and inspired to do your best. People no longer acecept
to work in the dark. To give their best they want to- know the
rcle they are expected to play in the production process.

To manage is to influence people or cgroups of people and
- the only way to achieve management is to communicate. Commuinica-
tion is, therefore considered aé a function of management. As
mentioned above people are more than ever exposed to all ai fferent
kinds of information from a big number of different sources throudgh
more and more sorhisticated means of éommunication. For the
management of a modern business organisation it is very
important to be clearly aware and conscious about the fact that
the information extended by the management through its
comminication system and network, internally as well as
externally, has to compete with the information extended from
other sources for the attention and reaction of their employees.
The organization’s communication has to fit into the prevailing
communication pattern and has to appeal to people. Ikieans and
methods have to be developed so that you in the most efficient
way reach the people you want to cdmminicate with.

The neegg_gg_pnummniggg;ggg_ The cooperative organizations
are like other organizations integrated in the society, They
operate within a state, in a special locality, and they preduce
services to their menmbers.. They stand in constant relations to
people who are all interested in their activities and how they
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are perforned, people who have -something to give their organization:
and who expect something in return. Such people form the |
organizations’ interest parties. They are for example :

Owner s/mentber g

customers

money lenders

employees

government

local authorities

suppliers
To keep smooth relations to the interest parties of your
organizations and to build up and maintain their loyalty and
support you have to develop a system of communications. Such a
system rust be based on an efficient commnications network
aiming at giving and receiving information from the external
parties (suppliers, moneylenders, etc.), external/internal
parties (governing bodies, members, government and local
authorities) as well as the internal parties (groups of

employees and/or individual employees).

My task today is to deal with the internal communication,
haqely the communication between management and employees.

As the first lecturer of this section I feel that I should
give you a short introduction of £he basic principles in
comsanication before elaborating more specifically on internal
communication-systems and network. In doing so I run the risk
of commnicating to vou information which you may already know
or which you may find very plain and simple. Yet I find it
useful to repete information about the communication process,
partly because experience shows that a number of managers
may know about the importance of proper communication but
do not act accordingly, partly to increase the awareness _
of the importance of communication to a degree where reflections
on the best way of communicating information becomes a routine
every time information has to be passed on or collected.

What_is Communication?
Conmmunication is defined as the process of passing
information and understanding from one person to another.
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Ag’significant point about commnication is that it alweys
invol%és at least two people : 2 sender and a receiver. One
pqxson cannot comminicate, ‘only a receiver can complete the
qommunication. The communication process has, then, two sides'
seader (S) and receiver (R). In order to start the cowmunication
Y@u mist transmit the information you want to pass on. A model
oﬂ”gommunication can, then, be illustrated as :

- Trans
| s

TTssTor 1 R

The énality of the communication and the final outcome of it
dep%ﬁds, of course, on the three factors involved:

- sendlng can be bad (e.g. the message/information might be
' irrelevant)

- reeeiving can be bad (e.g., the receiver micht be unmotivated,
oo have insufficient background information
ﬁi! ' to be able to. understand, etc).

- transmission can be bad (e.g. too many disturbances, noice,
telephone calls, meassengers coming
;L and going, letters read while

L ‘listening, etc) |

As eommunication is a two-sided process a Frerequisite for a
succesafql eommunieation is that the sender is aware i the
qualifigations of the receiver (his level of Xnowledge, his
mood,.his surroundings, etc) and what the reéceiver will be

able ga ‘understand, and that the sender understands to express
himselﬁ accordingly, so that the receiver ‘gets the message/
inform§tion and understands it. In this case the response frem
the req iver plays a big role, as a corrective factor, A more
complebe commnication model could then be :

< e N

Transmission ,
ransmission, ;1

Reéponse
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To assure a feed-bask (e.g. action according to the information)
it is necessary that the sender communicates in a manner which
aliows the receiver to prepare himself vc receive the message.
This process is usually called the reinforcement process and it
plave a big role in this connection,

Wavs of communication

The ways of communicaticn cen be rerbal or non-verbal.
The verbal conmanicetion con be orsl or written. Verbal _
comminication is by far “ne most vsual way of commnication, But
communicaticn can ailsc take place by sight, sound and actions.

— cral

™ Ve :':Ja._ Iy——
L-written'

Ways of communicaiti e Viscally

LTy e T e
R

. withero

The different wuys of cemmunication cen bo used either isolated
or in combinztion. Wien verpal commuinicaticn is used together with
the other ways, the commnication is supported by visual or audio-
visual aids. '

Jre PO e L

The way in which comminicatlcon is carried out is a question
of what type of information you want tC extend and what you want
to achieve with it, If you just went te glve an order it is a
question of communicaliosn one way, The only feedback'you expect
is a "yeeg" or "no- nd action accoréingly. Unfortunately too
much communication takes place in the form of simply ordering
things to be done. It might be uzeful scometimes. But in most
cases the manager chould mather sct as the teacher and guide 3im
instead of as &n officer on ithe battlefieid. It pays, at least
in the long run, o give humen Zicnity and self-consciousness a
chance in the organizaticn. The way the manager communicates
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with his subordinates will certainly be noticed, discussed
by the subordinates and have its positive or negative effect
whether it is intended or not by the mahager.

Downwards communication {one-way) : [::7———-—%MC:::7

This is the authoritarian commnication. It blocks the
manager from a spontaneous feed-back. It oppresses people and
de-personalizes them. Authoritarian management is likely to
promote: '

physically | -~ higher speed in production

physioclogically ~ open aggressions, expression of negative
feelings and criticism, quarrels, and
aggression against colleagues.

Unsatisfaction with the management,

Downwards + Upwards commnicstion (two-way) AEZH“"mﬁ%@§7’

The two-way communhication is the democratic form of
commnication., It stimulates to a feed-back from the receiver.
Democratic management is likely to promote :
physically - higher ¢uality in production
physiologically - kindness, satisfaction, peace, co-operation

willingness to help and assist one another
satisfaction with the management.

Lateral communication (one-and/or two-way) : {Commmnication
between various departments of an organization and/or various

groups of employees).

An organization is normally built up from a nunber of
groups of employees carrying out specific functions. Such
groups may again be organized in departments within the
organization, As the organization is dependent on the
interdependent functions of these groups of people it should
be a rigid rule to establish proper commnaication networks
linking these various groups and hot just to establish upwards
and downwards commnication between management and the employees,
and to pass all essential information concerning every phase
of the organization to all departments through the proper channels.
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To neglect the integration of pertinent information results
confusion

mi sunder standing

internal rivalries

in

lack of coordination among units doing related work,

l,,__M N
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(M=Management, Dep = department)

The Communication process
With our previous model we have been able to explain the

direction in the communication process. We have also expiained
some problems of communicetion (bad mecssage, bad sendihg,'bad-
receiving, and bad trensmission), 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 revezls
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 communicétion is upwards, downwards, or
lateral, The six steps of the communication process are 3

Sendgr: IDEATION = ENCODING**-—-%ERANSMISSION ——

sender has of message over a channel
e2n idea or for medisa,
fact e.¢, idea to
word/symbol
RECEIVING ﬂ_ DECODING_..'% LCTION : Receiver
tuned to e.g.words e.q. '

transmitter to idea storage
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IDBATION: The first stzp of the precess is that the sender has
an idea, & fact, a piece of information, which he regards
relevant for communicaiing to others. 1his is the content of
the communicaticn, the basis of his nessage. Ideation is a
ctucial step foi tuws reasohs: -

- ¥Oou muist have something tc say beFfore you Y“say". The
process of comminication sterts in your mind, by your
evaluation ¢f what Fou find important, necessary, or
interesting to communicate, Unfortunzlely many ideas
and feacts should be deemad to sink in oblivicn rather
than o be oommnicated to others.

- the: character of vour idea cr fect Lo stme extenﬁﬂdeter;
mines ¢he <hoice you make in the Following steps of the

conrmunication process.

ENCODING: The encoding means tnat the sender selects the symbols
(words, pictures, rmounds, actions) bv means of which he
organizes hig idea, s that i¢ wiil be commuuicated to his
intended receivers. Again thic step necessitates that notice is
iven to two factss |
- that the seidction of svibols must be related to the
media uszed and |
- that the selection of syrbols and media must be related
to the recelvers.
To illustrate this thresz examples can ve given briefly
a) a telegran is wonded differently from a book, and both are
different from an orsl cohversation, all three using words as
symbols for the ideaz, {b) a traffic police dves little good
if he yells to cer drivers when he wants to regulate the: traffic.
He better uses hig hands and a whistie (E),y@u don't get very
-far if you use & cophisticated terndnclogy to express your ideas
to children in lower primary school”.Such vocabulary is new
and gives no weaning to them,
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TRANSUISSION : This step is the actual transfer of your messags.
To get the message through in as smooth and undisturbed way os
possible you have to think of possible barriers which may delay
change, or block your message from passing. Some hints for a muve
smcy th transmission are to think of the following :

- the proper timiné for the transmission
- the proper surrcundings with the least possible disturb.- zes,
- the proper lirks, e.g. wiich communication network you ".:a.

how many "middlemen® you use between you and the intend-j
receiver {you run the risk of slight changes in the mes:uge
at each lirk it has to pass) or whether you should bypze:
the superviecor and communicate directly.

RECExVING : is the transfer of your message to the receiver,
wio mist ke prepared to receive the message. This step is cruriis

because your megssge is lost, if the roceiver is not prepared -
receive 1t., If your message is oral, your receiver mist be &
good listener. How many of us are geod listeners?

PECODING: is thz procesz where the receiver takes the message
from the syrbols encoded - the sender. Here it is very import:i:t
to think of the fact that the meaning is within the person, b : in
the symbols, 2As no two persons are similar (psychologically, o
with similar knowledge, or similar miliem or surroundings - a.l
influencing the meaning given to symbols) a message will not ke
decoded completely as it is encsded. For this reason it is

very importent that the sender thinks upon his receivers when
encoding and chooses ag clear symbols as possible.

ACTION : is the last step of the communication process and mear s
that the receiver acts or responds in some way.

The closer look into the six steps of the communication proces:s
illustrates how complicated it is to communicate and be undersicod.
Experience from cur daily life support this,'as it is so full

of examples of problems of commnicatign- on the job and

in the private 1ife, A first step towards a solution of the
communication prcblems is to become fully aware of the six ster
in the commnication processiand.have them in mind - activate

this knowledge - every time you have to commnicate.
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Communicaticon tTo_Grpioyees.
' The principal purpose of internal communication is to help
manégement o operate the business more successfully. It is aiming
at passing on the information, skills, and knowledge relevant for
the functioning ¢f the organization, bolstering or changing employee
attitudes towards the orgznization, and helping to solve problems
confronting the organigzation and its employees. Communication
is therefore =2s necessary for an organization as the bloodstream is
to a person., Yhat 2un we then achieve with good and honest internal
cormmunication ¢ ;

better undevstanding

gregter intezrest in the job

soliderity with the organization

greater escurity

greatceyr confidehce

bettu; t;-xxrq crimate

more iuncplratinn to improvements
Isolated or in corbinatisn these factors lead in turn to :

batter Job uuweirfaction

Letter work purformaice

incrensed prodactivicy

Cormunication Las, of course, its limitations. As a
function of manzgoment it can not compensate or substitute other
functions of minagemont, Brilliant ideas even in combination with
a pronounced ub1wit3'to communicate cannot substitute for instance
bad financial manzgement, inadzquate busihess performance, lack
of planning. pooi adminis*ration, inability to take decisions
etc, People ore sansitive in noticing'such things and even
if «he briiliont idsne are excellently commﬁhicated but no

~action taken to imsicmeni them. there will be no response in
terms of increased productivity, rather the opposite,

However, thcre is an increasing evidence that modern work
problens negativeiy affectinq job . satisfaction and productivity
are related rivwe wo attitides than to fundamental skills and job
knowledge. Tho wey o impfcvement is to try to adapt the employees”
attitudes rwerds joint achievement of high job satisfaction
and high produc:’ 7 through team work. This is the process
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by which managers can teke action

Purpose Result

1. to develaor the concept of the better communication creates
wovking place{the organization) better job performmance and
as a proling centre for group better job satisfaction.
efforts,

2. to provide the information and
understanding necessary for
group gfforts, -

3. to create the attitudes necessary
for motivation and job satisfaction,

How _to commnunicatez :

1. Use two-way communication

- &s has already been indicated much information in our
instituticens (bureaucracies, cooperatives, free enterprises) takes
place in form of one-way communication. However, a viable system
of emplovee comnmunication does not operate on a one-way switch from

" the manager' s office., It shoulé rather be the target that each
communicaticen act should in principle be based on the two-way
communication between the management and the various other groups-
of emplovees (or individuals}.of the institution, It is obwvious
that this principle should be strictly applied in institutions like
the cooperatives linking members® wishes in a democratically
organized forr and an implementation involving all employees,

2. Duild up & communication net-work.

ks regards the direction of the internzl communications
three interlinking circuits should be built up to transmit infor-
mation and opinions upwards, downwards, and laterally.

organization ' Members

[}
J'O’.“..‘...l"...

‘Mamber decisions:

LI I Y R R R A N I R

[ Top Management

e

LI B I A I B B N I

:Service to

T { {'_,_ T o —————
Middle  pm Other
Management 5 employees

ST

-*
L4
L d
-
L
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pownwggg_gommun;cation: This is communication flowing from
higher to lower authority. Employees downward in the organization
have a number of commnication needs, not only in the form of
work orders and job instructions. ©Of some reason or another
| management has beeh reluctant. to engage itself in systematic
downward communication, However, this is changing now. In
countries with strong trade unions the employee associations
have increasingly come to play an important role in the promotion
of downward communication by forcing the management to formulate
itz problems and policies and communicate them to the employees.
Studies show that communication of this type of inform tion
ranks high with all kinds of employees: lower level managers,
supervisors, office-and-shop workers. Frequent and systematic
downward communication are connected with better performance and
more positive attitudes.

Upward communication: To achieve a proper and smooth upward
compunication - e.g. commnication from lower to higher levels

of authority involves a number of problems. Upwards communication
tends to pass slowly. Such_commﬁnication is rusually subject

to delay, filtering, and dilution. Each level is reluctant to
take up problems upwards, because to do so is considered an
admission of failure by the own group. Also in organizations run
by a strictly authoritarian management and in cultures where
anthoritarianism is prevailing and people brought up to blindly
obey any authority without questioning it, people are more
likely to be reluctant to approach the management. Two methods
have proved effective in stimulating an upward flow of
information and commnication :

- frequent, well organized meetings

* {see p,13-14) at Qepartmental and company-wide levels.

- the top-management simply walks about in the EhoP, plant,
office, sales area and speak to the workers. There is no
adequate substitute for face to face discussions.
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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 businesg 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 trangmission all ihter~departmental,information
should be written.

3. Build up a system of employee commnication programmes,

The functioning of an organization is importantly affected
by how wzll the ewployees can identify their own goals with those
of the organization. Helping them to do so is the central
objective of erployee cormmunication programmes.

To be fuliv effective such programmes mist be 3
- properly organized and intégrated into the structure of
the corporate crganization,
- have the full support of the top .management to operate in’
a climate favourzble to free and open exchanges of views and
information,
- have continuity,

Establishment of communication cbjectives: The first, most crucial

step in setting up a communications programme is to establish the

objectives, Most important is that the objectives are realistic

and understandable. The foillowing steps will provide a useful

guide of formulating practical and meaningful ?bjectivesz

- through consultation with the top-management its views
of corporate objectives are determined.

~ through interview:s with various members of the management so
much information as possible should be gathered on the present
and expected future problem areas..

‘"~ consider how enroyees need to be motivated to achieve the
corporate cbjectives and help to solve the corporate problens.
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- formlate objectives in the form of employee motivation.
- gsubmit draft objectives to all management and supervisory levels,
- further define objectives by developing lists of themes or

categories of communications contents aimed at adhieving the
objectives.

What are the corporate objectives?

- to build the individual employees pride in and identification
with the organization.

- to foster understanding of the organization's nature, problems,

~ to increase understanding of the employees’ role and function
within the organization, '

- to encourage participation in efficiency measures,

- to promote a feeling of "family® unity among the employees.

~ 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 rumuneration.

- to promte employees understanding of benefits and personal
aspects of work..

Media and methods in employee communication progyammes
There is a variety of media and methods to be used in a
. progressive communication kit:

MEETINGS |
Types: Supervisory staff and workers' meetings

departmental meeting
- organjzation wide meetings

1

The written word is the basic tool of communication. However,
meetings providing face to face oral exchanges with employees

can be highly effective.If planned Carefully and properly
conducted meetings can give a sensitive manager faceted
assessments of employees 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 fair solutions to them by listening
to others. Conducted in such a way meetings become a burden

for the employees rather than a gate to open commnication,
'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 nevér exceed one hour and should be held during
the working hours.-

Sugervisorgws aff and workers Iwetings should be organized
as open discussions of job related problems and explanations 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 should 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
speclalists 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 preospects 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 important 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, |

iIN_HOUSE PUBLICATIONS _ "

Types: 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 own
“house publications: newspapers, magazines, booklets, manuals, etc.
fThe reason is apparent: well informed employees will be better
femployees, well informed and loyal employees are "ambassadors"
for the organization and do a better public relations work for the
7organization, and well informed employees become more involved in
‘the work they do and get a feeling of being menbers of the
organization' s Wamily",

_ But the content, the selection and presentation of material
'in many in house publications are unfortunately not up to the
standard Too many articles do not seem to be written for the
employees. The content and presentation rather seem to be meant
to impress interest groups upwards in the bureaucracy or upwards/
laterally to the top executives of other organizations. They

are not meant for consumption Jownwards in the own organization.

Relsvant communication'and proper technigues used to
extend information should be applied in all in house publications.
?he primary audience for them is the own employees. The employees
Qant substantive information about things which 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 which appeals to the
receivers and makes the information meaningful to them,

Editing publications is a specialist's job, demanding |
specific qualifications and qualities of the person/persons carrying
out this work. Sound writing and creative talent are important
tor an editor. In many organizatione experienced journalists have
been put in charge of information and publications. However, to
employ a journalist and to build up an information and public
%elations‘department is, on its own, no answer to the problem of
! 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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editor/journalist is only a "technician" who understands to
present the information.

OTHER WRITTEN MATERIAL AND DEVICES:

Types: notice boards,

. employee letters and memos,
special occasion handouts,
reading racks.

JOB RELATED TEACHING AND INSTRUCTION MATERIALS:
{including visual aids).

such material and such training and instruction can
best be carried out within the premises or as close to them as
possible and \udhder the following forms :
short courses,
seminars,
workshops.

FILMS AND FILM STRIPS:

Some organizations produce their own film strips, but
various specialized organizations have a varied supply of good
quality films which can be borrowed or rented.

SPECIAL HIWTS : .
Act according to your words: In meetings with subordinates

managers sometimes agree to proposals and measures to be &

taken and ask for reports, plans, information, and proposals

to be submitted to him for approval before they are sent for
communication within the organization. In too many bases

no action is taken by the manager. Many good pieces of work

and ideas to be implemented are instead stored in the manager's
writing desk-drawers and hever utilized, and many hours of thought
and work of the employees are hereby wasted.!'

By such a behaviour the manager efficiently blocks all
communication, By not acting and thus not keeping his words he
also blocks and risks to destroy completely his relations to
his subordinates. In their eyes he builds up the impression of a
person who is not reliable, who is afraid of taking decisions,
inactive, and not able to see to the best of his organization,
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Don't forget, that action is one symbol which is useful in
communication and ohe symbol which is decbded_by the employees
whether the manager planned to use ac¢tion consciously as a
symbol in his commnication or not.

Be present as much as possible: To be present is an
action which is noticed by the employees. By being present you
commnicate some sort of discipline towards your work. By not
being present yoﬁ may c¢reate an attitude among the employees
that also to them it does not matter whether one is there or not,
~ Again, don't forget that action is a s'mbol which is useful and
effective in the communicatim process, '

De-mystify management: A manager is not a god. He is an
ordinary man who has been selected to carry out a certain
function in the organization. He is an employee as 6ther employees.
His job differs from that of other employeed ih terms of greater
responsibility, he might geﬁ better paid for his job and get a
nunber of other benefits. He is employed by the board (and will
get sacked by the board if things go wrong), while his subordinates
are employed by him. There is nothing mystic in being a manager.
It is an ordinary job which requires special skills and
abilities. But so do other jobs.

Managers, however, often try to mystify their work, and -
the role they play in the organization. They build up images of
being outstanding persons, who require special arrangements to be
‘able to work: big office rooms, exclusive furniture, a nunber
of telephones, tape recorder, someone to carry their bag and
papers, special greetings, special style of clothes. And they
prefer to commnicate with people in these surpoundings, to
remain sitting behind their big desks and recéive people.

(do they have to hide their insecurity or their “fear" of

dtrect confrontation with employees by being safe in their own
surroundings?) From a communication point of view this way of
functioning is disastrous. Many employees feel uncomfortabie in
such smart surroundings, many-emplo&ees feel shy to knhock
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the door and walk the "long" distance from the door to the chair
at the manager' s desk meant for visitors, often they feel shy to
enter these surroundings in Eheir clothes which might be dirty
from the work they are carrying out in the organization. So

they rather abstain from the communication, they actually wanted
to iﬁitiate. Managers should  think upon the time when they
themselves were youngsters and “under-dogs', and apprentices.
Theyishbuld be the ones who break this barrier toc a more easy
commnication. Managers should move around in the plants,
offices, sales localities, gbaowns, etc to see for themselves
what is going on, to try to get on-the-spot-and direct communica-
tion with the employees. '

The time sPenﬁ on communication varies, but a good guess is
is that good managers will use half of their time on conmmniqatibn.
A substantial time of this is used in listening. A study of
higher managers revealed that they spent 48% of their time ua
on listening, talked 30% of their time, read 16%, and wrote 9%.

A key to good management is to be a good listener.

The art of listening: Aevery efficient way of receiving
information is through listening., There are 10 commandments for

~good listening, and they are :

1. Stop talking. You cannot talk if yol are listening.. Polonious

{(Hamlet) said: "give every man thine ear, but few thy voice.”

2. Put the talker at ease, Help him to feel that he is free to
talk. _ ' ' ' _

3. show him that you want to listen., Look and act interested. Do
not read your mail while he is talking. Listen to understand
rather than to oppose. ‘ |

4. Remove distractions. Don't doodle, tap, or shuffle papers.
Will it be quiter if you shut the door? lf

. Bympathize with him, Try to put yourself in his rlace so that
. you can see his point of view.
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Be patient. Allow plenty of time. Do not interrupt him,
Don't start for the door or walk away.

Hold your temper. Any angry Man gets the wrong meaning from
words,

Go easy on argument and criticism, This puts him on the
defensive, He may "ecalm up" or get angry. Do not argue: even
if you win, you lose. _

Ask questiong. This encourages him and shows that you are
listening. It helps to develop further points.

Stop talking. This is first and last, because all other
commandments'depend on it. You just cannot do a good listening
job while you are talking. :
Nature gave man two ears, but only one tongue.

(from X.Davis: Human Behaviour at Work, TuH edition, p.396
New Delhi 1975)

How_to say/write it?

Use simple words instead of complex ones, Never use a word of
several syllables when a word of one or two syllables will

do just as well. |

Use personal words. The generous use of personal pronouhs-

{you, we,etc) will make your material more interesting to your
reader. For instance: "We want you to ....." instead of

"The company wants its employees to ....".

Use short sentences and simple sentence structure. Avoid
dependant clauses and qualifying phrases, The New York Times
has a basic recommendation to its reporters: One idea, onhe
sentence,

Use the active rather than the passive voice. Do not say:
“"Your year*®, say "“you must complete your vacation....etc®
or even better : “you must take all your vacation ....etc'.

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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Keep your paragraphs short. Any paragraph of more than eight
or ten lines can almost always be broken up into two or more
paragraphs. Use subheadings often to add interest to the page.

~Be sure that the emphasis in any sentence or paragraph falls

on the important point that you want to make. Often this can

be done by proper use of punctuation; the use of the colon is
particularly heipful here. But often you will find on | _
rereading that you will have to rearrange your sentence to drive
home the inportant point, |

(from Joseph J.Famularo (ed): Handbook of Modem Personnel.
Administration. McGraw-Hill, Inc. New York, 1972. 74-6)}. -
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Communication is perhaps the life-blocd of any modern activity, being
rightly regarded as a professional asset to any field of endeavour (DEAN
AND BRYSON, 1961). '

These authors have also emphasized that effective communication is
inseparable from effective thinking, and a study of the situations and
processesges in modern public commumication'is vital to all communicators.

Commmnication, in modern tems, hgs also ecological and environmental
implications, in terms of vital social concerns which organizations must.
comprehend snd adopt (ARUN, 1974 ).

For, gone ame.the days when an organization could get along happily
on the gtrength of its corporate image alone, In faet, such excessive _ =
reliance on the corporate strength and ecological indifference has led
to one~time leading American institutions even loging public confidence
(HILL, 1974). |

HILL (100. cit.) has pleaded that public relations (or ccmmunication)
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 {Americen) industry have respon-
sibilitles far bejond 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-nationall. '

Hence, the Co-operative Movement should take due heed of this
situation =~ itself being 'multi-national! in the widest sense of the
terms,

In faoct, the cooperative movement can be said to be at the cross-
roads today, with the writing on the wall being: "Communicate or perishs"

A cooperative society has been defined by the Intezmational
Labour Organization (See NARAYANAN, 1975) as "an association of
economically weak persons who, voluntarily and on the basis of equal
rights and_equal responsibility, transfer to an undertaking their
economic needs which they are wnable to fully satisfy by individual
efforts", '
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This definition perhaps appiies 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-etonomic bettement. like their
counterparts in the industrialized countries. '

However, this is a far cry from the 'New Horizons' which the
Intermational Cooperative Movement has reached today == especially after .
the adoption of the resolution on 'Cooperative Democracy! by the
Internationsl Cooperative Alliance (ICA) at its 24th Congress held in
Hamburg in 1969 (WATKIVS, 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 discermible and viable in terms of the objectives which
the United Nations has adopted for implementation by member-nations
daring the current decade,

In Malaysia, the first half of the Cooperative and the UN Develops
- ment Decades have happily coinoided with the country's own Seoond Fivew
Year Plan (11971-75), universaliy knowm as the Second Malayela Plan which
ig also the blueprient for the nationts New Economic Policy (GOVERNMEHT '
OF MATAYSIA, 1971),

 The Plan has incorporated a two~pronged objective to eradicate
poverty irrespective of race, and to restructure the Malaysian society
to reduce and eveniually eliminate the identification of any race with
any economic function,

The Cooperatives, being non-partisan, non-political, non-seotarian,
and non-digeriminatory in nature and organization, naturally became one
of the key social instruments through which the Plan's higher objectives
are being attained, W |

More recently, the Cooperative Ordinsnce, origidally adopted in
1948, was sought to be zmended to enable it to keep in line with
the modern development of the national cooperstive movement,

A Bill to smend the Ordinance hasg already been approved by the
Malaysien Parliament, The Act secks to 'modernize' the operation of
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cooperatives through the following measurest

(a) The minimumm number of members in a cooperative society is to
be raised from 10 to 100 persons, to éliminate urisble
'mushroom{ societiés which hemper the progress of the
movenents o

(b)_the cooperative societies would henceforth be able to fomm
subsidiary companies, participate in joint-venture with non
cooperative organizations @nd corporations, and issue bonus
shares 10 members through revaluation of their assets;

(e) a National Cooperative Advisory Council is to be set up, %o
represent the movement at national level, .

The defimition of a cooperative society has also been moderniﬁed;
& cooperative is defined in the Aot as Ma registered society

which has as its object tﬁe promotion of the economic interests of

its members in accordance with cooperative principles, namely,

voluntary and open'membership;
demoératic management;

limited interest on capital;
equitable division of profits;

promotion of cooperative education; and

% ok ok %k ok

active cooperation among cooperative societies",

_ The Act generated one of the keenest debates ever in the Malaysian
Parlioment, with members from all sides of the House (and political
affiliations) extending their support to the development of the nation's
growing cocoperative 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 Malaysialié no longer hidden
under the bushel of one-time reticence and shyness émong cooperators,
to whom the movement then represented stray emergency needslin'terma
of 'thrift and loan' only, '

Instead, it is being held aloft increasingly - to spread the light

of knowledge all around, and dispel the derkness of ignorance and

misconception.
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Commmication ig & vital function of the movenent's menagement todaye-
an indication of the rising tide of communicatian among Malaysian coops
is the spectacular expansion of the Malayslan Cooperative Prinfing 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 alsc being extended to congidersbly increase its
production capacity tiwrough the installation of most modern equipment
for printing =—- to cope with the ever~increasing demand for its varied
services,

The expansion of the ccoperative printing press is a fimm indication
of the extensive use of the print media by the movement to communicate
with its members and supporﬁers. _
| A renge of serial and casual publications on cooperation regularly
roll off the pressess at the Cooperative Printing Press, These include
the following: '

* gian Co-operator

The monthly bilingual (English and Bahasa Malaysia) publication
of the Cooperative Union of Ealaysia, in $abloid size, which expounds
the progress in Member-societies in relation to developments of '
sighificance nationally, regionaily and internationally; .

*  Suara CCB

The regular bilingusl (Bnglish and Bshasa Maleysia) publication
of the Cooperative Central Bank Itd, highlighbing motivetional commu-
nications of the Bank with its members as account~holders, depositors
and borrowers, investors and shareholdefs;

*  CAM Review

The bi-snnual English publication of the Cooperative Autoworks
Ltd, which provides news and information on the ﬂﬁoreasing technical
and technological capacity and innovations of the 6ountry's only
cooperative auto repeir and maintenance unit, now drawing increasing
ingtitutional support among even non-ccoperators;

*  MCIS Review

The annual publication of the ﬂalaysian Cooperative Ingurance
Society, the founbain-head of inspiration to societies wihin its
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group and to the increasing number of associated companies and
corpomtions, outlining new concepts and philosophies of releﬁ‘mce to
the group's activities; '

*  Breakthrough

The bilingual monthly serving as a motivational medium among the
staff of the MCIS group ~- in itself quite unique as an employee
communication aid; -

* Wnat's New in Jaya Purd

A monthly newsletter in English, fo infom the clien‘bele of
Malaysia's only cooperative five-star intemational class hotel in )

Petaling Jaya, about its current attractions and coming events; -
*  Emporium 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 supérmarkets steadily meking their presence Telt

in Peningular Malaysiae.

Apart from these, the Natlonal Cooperatlve Union, ANGEKASA, also
publishes & highly popular monthly in Bahasa Malaysia, entitled
Pelancar, which can be regarded as the national spokesman of the movew
ment among the concerned publics, Peri';aps, among the meny and varied
cooperative publicationg in Malaysin, Pélesncar cem be regarded as the -
springboard of national concepts and imnovations which would give the
movement not only the advantage of 'spreading its wings! 'internationally
but also putting down !roots' nationally, |

The hiaiaysian cooperative movemeht is extremely fortumate in
having Professor Ungku Aziz, the respected Vice-Chancellor of the -
University of HMalsya, as the head of Angkasa, and Encik N.A. Kularajah,
the dynamic exequtive gupremo of the MCIS group, as the President "
of the Cooperative Union of Malaysia, Y

While the fomer's influence = ag the national coop‘erat:i.ve UNion e
is steadily penetrating amdng the official and organizational echelons,
especially at the grase roots level among the societies, the CUM
is solidly drawing together the urban secondary societies which have



166
ACCM - BP

Communications and
Camunications Procedures

the finsncisl Wherewithel and henoe need top calibre managerial
expertise to guide them regarding avenues such as major investments and
participation in diversgified industrial projects.

Thus, mass communication at the macro level has necessarily to
be gupplemental with inter-personal communication among influential
target groups. ' _

This ig what the vetersn management councellor PHILIP IESIY (1974)
called "The People Factor" in nis widely read boock of the same title,

Angkasa and the CUM resort to extensive inter-personal communication
Yechniques to bridge what IBSTY (loc, oit.) termed as the“widenipg chasm
between those who monage institutions and a restive public vexed by the
virtually speechless spokesmen of organizotiong'.

Commmication, in this regard, has the following major roless

1. to report; _ 4o to persuades; and
2, to instruct; 5« 1o inoculate.
3¢ 0O order:

At inter-personal level, commmication helps the leaders of the
Malasysian cooperative movement %o obtain almost instantaneous feedback,
without which it would be difficult. o make many of the urgent maﬁagement
decisions.

After all, cocperatives in Malaysia have become both economic and il .
social organizations, also possessing a definite role in the protection
of individual rights and human dignity (KULARATAH, 1968). Without
continual communication with the general body of members, leaders of the
movement can hordly hope to take, much less implement, major decisions,

The technique of conference seminars and meetings is extengively
used in this regard, in reiteration of the modemm menagement concept that
well conceived and efficiently run meetings”copstitute highly effective
commmication tools (CAVAIIER, 1973). '

‘In thig regard, the cross fertilization of concepts between the
academice and entreprencural realms in Malaysia has significantly

benefitted the cooperative mevement,
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Meetings of the Malaysilanceooperative movement arentt necessarily
tmecrot affairs . o » notable exceptions, of course, are nationalegcale
conferences and celebrations (c.ges the ICA Day, which in 1975 was
oelebrated in Malaysia on an unprecedently large scale with the Honorable
Prime Minister himgelf participating in the celebrations, and relterating
the govermment's all-out support to the cooperative movemnent )

Close rapport and comfortable meeiings for meaningful dialogue
have been established at smaller-meetings ~— typical are the frequent
geminars now held on topics such as consumerism, women's role in
cooperdtive and nanagement of cooperative societies and joint-ventbure
organizatians (see Malaysian Cooperator, 1975 isgues ),

dust as innovatively, the Molaysian co~0p leaders afé also
utilizing personal communication chammels to extend the horizons of
cooperation significantly,

Thig type of cosy commmication exercise is becoming juét ag
popular and neeeosary ag lorger-scale meetings , » o sometimes, the
participants nunber just a handful of top-echelon leaders,'

Pace=tomface comﬁunication, at any level or soale, is becoming
highly valuable %o Malaysian cooperatives, especially in regard to
joint-venture participation in projects with the public (official and
governmental) and the private (commereial) gectors,

This is a corporate break-through indeed, for, it was only a few
years ago that the novement's leaders had to remsin 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, d150u351ng in hugh tones (hardly inter-peraonal
in temms of decibels) the intricacies of high finunce.

Through such personal and personalized communication, the Malaysian
cooperative movement is steadily preparing itself to meet the challenges
of the days to come =~ "Tomorrow, o Comop Wofld“, as KUTARATAH (1975)
called it recently, in August compony headed by the Presgident of India
and the doyens of the ICA.

The authors see future extengions of the co-op comunication
‘systems to include both above~the-line media and. their below~the-line
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counterparts (see JEFKINS, 1973),

This may mean, in due course, more direct mall, more point-cf-gcale
promotions, nore merchandisipg, etve, in addition to co=ops taking up
more space in the traditional media ... and even more (rather, meny) mite
negsages Lo convey the co=op message to the comitby.

In this 'task, the co=-ops in Malaysia are richly supported by
other peoplels movements., ranging from trade unions to women's organi-
zations, ' |

Congequently, co~ops are communicating to newer dimensions, using
newer techniques and conmunication tools. In so doing, they are
inereasingly demonstrating the viability and etermity of the c‘c'>-o‘p' maxin
"411 For Each, Each For Al1",

Tornorrow see & co~op world indecd, if communication can continue

to strive in the I:ta.'.tci.n,gi of it as envisaged by the new pioneers,! |
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M, Rex Wingard
The Cooperative League of the U,8, A.

This presentation of some thoughts on the subject of "Public Relations" is inten- \
ded to generate in the mind of the reader some questions and ideas for éiscussion
at the ICA Aslan Conference on Cooperative Management, For the purpose of this
presentation, "Public Relations" ars considered to bé relations of management
with eny individuals or groups cutside the immediate menagement team. This broad
‘deftnition is being used because of the importance of good relations with sll the
groups concerned and the simllarity of the principles and methods involved,

Basic responsibility for the promotion of "Public Relatione" within and outéi_.d_e of
the cooperative 1lies with the menagement of that eooperativé; as does the responsi-
bility for ell activities, Delegation of portions of that responsibility to others ;
is as gesireble for this as it is for the other activities, In fact, évery_menfner,
board member; menager, end employee should feel, and have, some responsibility for
the promotion of "Public Relations", W.thin the context of our definitibn, "Public
Relations" involves relaticns with members, employees, suppliers, and customaré;
other cooperatives, general public and the bonmmity and the government, as well as
between the two management levels, i.e,, board of directors and professional

management themselves.

The importance of this area of activity hardly need be mentioned since it is funda-
mental to the basic exi stence, as well as success, of any cooperative, As does

. everything else, cooperatives and their management operate in an eﬁviro’nment,- or

: climate, which can be anything from extremely favourable to cozrpleteljr destructive,
In general, their relations with others largely determine the nature of that envi-
ronment, For ingtance, the genersl public and, in turn, the government impose the
legel environment which could even prevent the existence of cooperatives, By con-
trast in India, for example, laws are in existence which provide assistance and.
subgidy to cooperatives in recognition of their social as well as economic purpose
and value, '

i

The general principle for the promotion of good "Public Relations" mith ‘be simply
stated as one of good "commnications"; but only if it is realized that commnica-'
tion is a complete, two-way system. The system involves providing information,
heving 1t received, and receiving a response from the recipient that the informa-
tion has been accepted and understood. ' Accordingly, "listening" is as important
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as "telling". One might summarize the prin¢iples in another way: tell the true
story; tell it well and often, tell it to the right people in the proper manner;
and tell it by both word and deed, Obviously, the response aspect of comminica-
tion is necessary in order to determine "whom" to-tell the story to and "how" to
tsll it. Its importance dictates an active, organized progrémme and assignment of
the responsibility to a key masnagement team member,

In the following text we will discuss the subject in relation to different sbg-
ments of the environment., These are srranged yore or less in order of the iiapor-
tance they commend in the U. 5, pre-sen‘!;ly. This order could be different for other
countries and also different at any given time in history but all are very
important,

Relations with Members,

Since the cooperative exists for its members the importance of member relations is
axiomatic, The objectivé of management's member relations activities should be to
ensure that the members realize this, give it full support, and promote their
cooperative with others. |

The most obvicus method of informing ell the members of the worth of their coopera-
tive is by the payment of substentisl patronage refunds and rendering services to
them promptly and efficiently - the “éeed" method. This 1s undoubtedly also the
most effective, The U,S, regional cooperatives had an ideal opportunity recently
to effectively put the service feature into practice.. During the petroleum and
fertilizer shortage and steep price rise, the private pefroleum firms promptly
cut the supplies to the less profitable rural areas in favour of the big citles
and the fertilizer masoufacturers shifted to export markets where the prices were
higher (as they both should in the interest of return on their stockholders®
capital). The cooperatives, by contrast, not only retalned their preduction

and supplies completely for their members, but absorbed a portion of the price

- rises so the members could more easily buy the products, This decreased

patronage refunds temporarily but the timely action more than offset this by
allowing higher production with raising agricultmrél prices and the members
were greatly benefited overall, |
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In cases where patronsge refunds are not characteristic of the operation of the
cooperative, other performance criteria (such as lower prices to members) mist be
substituted. The service portion of the "deed" method becomes even more important
in these cases, ' ' |

Bowever; ‘since most penple tend to forget unless reminded and there can be years
which are poor finenecially, other methods should be employed as well, This is to
help the "promote!" objective ss well since the member needs assistance in telling
his nejghbour about the value of cooperation,

These methods will very from place to place. end time to time, depending on communi-
cations_ facilities available, degree of literacy among members, geographiéal ares
covered, size of membership, and even type of cooperative. Accordingly, we will
discuss only general méthods and leave "mechanism" for the discussiona.. Some of
these "methods" are as follows: '

1, Cooperative Education

First snd foremost, the member should understand what cooperation is, how
1t works, and whet it should be expected to do for him and the other
members, The first step in a successful programme is to assign someone
(board members, professional management, or both) to be responsible for
seeing that this and the other "methods" discussed below are actively
pursued. This person may delegate the actusl conduct of the programme -
to others, but he must be responsible for its success. bhether this is
done by formal courses, discussion groups, prepared 1literature, village
meetings, cooperative personnel, cooperative educational organisations,
correspondence coursges, or combinat.ioné of all, matters little as long as
all members are exposed to it and understand it.

In some countries formal institutions and programme have been established
for this purpose., Some have it available as part-of a public school
curriculum, In some it is the sole résponsibility of the cooperatives
ﬁhemselves, but in meny it is a combination of all of these, In any event,
it is greatly in the interest of the individuel cooperative to be certain-
it tskes place regardless of how it is done,
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Understanding Gperations

Whether the cooperative is in marketing, supply, service, or whatever,

an important step in building member involvement is to provide the member

with & rudimentary understanding of how his cooperative operates, what 1lts
problems are, and what its overall plans and objectives are, In addition

to his limited contacts in his dealings with the cooperatives, he mst

- have some exposure to all its activities. This can be done as a part of

or as &n adjunct to the cooperative education programme depending upon .
circumstances, Other effective devices are special member group visits
to facilities, prepared literature for all members, presentations made

:

at member meetings, etc,

Building Member Involvement

In sddition to the two items above which contribute greatly to this

subject, there are other steps which can contrilute substantially if.
taken. The "mechanism" for these will vary widely with circumstances
but the essential steps are these: * |

a, Disseminate news of progress, plans, problems, employees, other members,
mejor cooperative developments (yours and others'), as widely as
possible to members. Get the "key" active members in each area %o help.

b. Solicit opinions and advice from as ‘many members as pogsible (parti-

cularly "key") on plans being congsidered and problems being faced.

¢, Survey the membership periodically on their needs and requirements.

Extension Services

For agricultural producer cooperatives, the extension service providihg“ _
advice and information to the farmer members on their own problems should
be a way of life for the cooperative. Not only does it enable him to
produce more and improve the c00pérative‘s volume and viability, but is a
very effective instrument for éssisting the first three methods discussed.
This subject has been well covered in the past, but it is mentioned herse
to emphasize a particular peint, Thad point is that a similar "extension"
service is probably nearly as valuable to all types of cooperatives.
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For consumer cooperatives, advice and information on quality, nutrition, .
food, preparations, ete,, will accomplish the same general things as are
accompli shed with the farmers extension service, Methods will differ

but the idea is the same. Most of this will physically take place at the
store rather than at the home while the agricultural service takes place
mostly by visits but is merely a change in proportion, both should occur
in both cases. The proportion one to the other itself will even change
depending upon the local conditions. Mailings, special courses, group
meetings, and similer techniques are also indicated.

It is this writer's humble opinion that Member Relations are the most _
important single agpect of "public relations" and can do more to influence
the guccess or failure of & cooperative venture than any other single

item - given that by law cooperatives are permitted to exist. The mémbers
are really the cooperative's sole asset - all other assets can be repiaced,
borrowed, traded, or temporarily lost without disaster necessarily
occuring, |

Other Internal "Public Relations"

Al though. the relations between the slected management (Board of Directors or
Boafd of Management) and the professional, hired management are a major fopic

~ in itself, we will mention it here briefly for the sake of completeness. Moreover,
| the general'principles which spply to most relations are worth repeating. The
cooperatives in the Western countries, particularly in the U,S8,, did not really
become successful until they realized that professional management was required
to operate any type of business successfully and established the proper relation-
ship between Board and Manager, Good comsmunications (two-way) are essgential and
it behoves each to involve the other in its activities as mich as practical,
Snmall gestures such as requesting opinions, consultations prior to important
decisions even though approvels are not required, ete., lubricate the commini ~
catlons chamnels and promote a "team spirith so essentisl for efficient working.

- Relations with customsrs in the case of producers' cooperatives ars of obvious
major importence and warrant strict supervision on the part of msnagement, Since
this aspect of relations will be sutomatically a part of our Marketing Management
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discussions, there is little need to dwsell on the subject here, Where the
customers are members, the Member Relations comments alsc apply.

Relations with suppliers are important for the economic well-being of the coope- '
rative and, at times, can be even critical, In times of acute shortage, a good

: relationship can mean the difference in being able to operate due to inability to.

get supplies and materials, Suppliers will be inclined also to give better and
faster service to customers with whom & good relationship has been established,
Fair treatmant, not preferential,is the soundest basis for good supplier relations
with good communications ag an essentisl adjunct, BEach should make an effort to
keep the other informed of plans end problems in order to avoid future misunder-
standings and "surprise" crises, | '

Again, relations with employees only need be mentioned here since Personnel Manage-
ment is enother of our topics. Poor employee relastions can result in 1035 of
production, inefficiencies, and even deliberate sabotags. These can easily cancel -
out any raw meterial, locaticn, modern facilities, or market advantages the
cooperative might have, This makes employee relétions one of the more important
relations activities of menagement from an economic point of view, Reasonsble
expenditures in promoting good empioyee reletions are really investments upon

'_which returng are good,

Relations With Other Cooperatives

Cooperation is more than a term which merely defines a certain type of tusiness
organization. The accompanying socisl purposes and the fact that it is primarily
applicable to large numbers of economically disedventaged people, justify
cooperation commonly being called s "movement!, ‘?his, plus the fact that all
cooperatives have 80 very many things in common, means that cooperatives are
morally bound to cultivate extensive relationships with other cooperatives - and
on a world-wide basis, It is alsc advantagesous to sach cooperative because
concerted action cen influence the legal and political environment in which they
all operate, ' '

More than this, the economic advantages of cooperation between cooperatives are
fairly obvious and have been dramaticelly demonstrated time and time agein,

~Joint action by cooperatives is really just an extension of the basis cooperative
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which ig joint action by individuals to thelr mutual benefit, The economic
edvantages are almost too numercus to mention tut some of the more important are:

1.

30

be

Pooling of resources results in increased purchasing power for all, It
cen even lead to jointly-owned facilities which produce raw materials and
supplies for the member cooperstives resuliing in large savings on those
items as well as assured supplies, An ocutstanding example of the latter
is cited in the attached description of the Indian Farmers Fertilizer

Cooperative.

Joint marketing by a group of cooperatives can eliminate brokers and
middlemen fesulting in increased return to each member cooperative. A
fine example of this is given in the attached description of Soy-Cot Seles,
& vegetable oil marketing cooperative owned by cooperative oilseed

processors, 7The processors themselves are in turn owned by the farmers

so that the benefits eventually return te the producer. It also points
out the other advantages that accrue as by-products of the marksting

effort, Actually, the processors’ units themselves are joint marketing
examples since some are owhed by farmers marketing organisations as well

&g individual farmers.

Rational or regional associations or federations of cooperatives enable
them to engage in activities of substantial benefit to themselves which
none of the smaller individusl cooperatives could afford to undertake
on their own such as : nationwide or worldwide promotion, resesrch and
development, development of materials end methods for education and
training of members and employees, etc,

There are many other less direct economic advantages which are accruing
to many "cooperating" cooperatives currently through such things as
exchange of experienced personnel, assistange on common problems,
exchange of technical and merket informstion, and even loan of raw
materials and supplies or temporary storage or uptake of surplus
products.
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The direct economic benefits of national and regional associations ere mentioned
above but indirect benefits mey be even more substantisl. Through large associa-
tions the individual cooperatives can become effective instruments for the conduct
of the last two types of "Public Relations" which will be discussed below, i,e.,
relations with the general public and the government. In some countries these
associations are mandstory while in others they are completely voluntary. In

el ther case, active participation in and support of these is in the best interest
of all the cooperatives. To repeat, organised group action and pooling of
resources permits the cooperatives to scecrue many sdvantages for their individual
members and orgasnigations than would be possible otherwise,

Some of the verious forms ofIGOOperation between cooperatives via formal
organisationsg are as follows:

1, General Associations ~ These are usually at a national level and
incorporate nearly ell types of cooperatives, i.e., agricultural marketing
and supply, consumers, insurence, artisans marketing and supply, health
care, labour cooperatives, credit unions, banking,rural electric end |

telephone, consumer services, farm services, ete.

In some countries, these are completely woluntary and suppofted solely
by member contributions. Naturally, nbt all cooperstives belong to such
ah organisstion tut they do tend to attract members from all the different
types and represent a complete cross-section of the movement, They tend
alsc to represent the movement in international activities and in those
matters of interest to all cooperators (sﬁch as general cooperative
legislation) as well as providing a focal point for inter-cooperative
development. The cooperative League of the U,S.4, (CLUSA) is an example
of such an orgmnisation. It is cheracterised by an outstanding programme
of promotion of relations with the public, with federal (or central)
government, between all types of cooperatives, with éooperatiVES'in
third countries (it is the U.S, member of the IGE),;and the production
of materials and methods for member education and management development.

In other countries where cooperative resources are being developed and
asslstance is required or where the movement is more highly structured
for other reasons, a more formal grouping is originally organized and
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possibly even subsidized by government agencies, An example is the
Netional Gooperative Union of India (NCUI) which is the officlal general
apex body for cooperatives, Its purposes snd activities are practically
identical to those of CLUSA and its basic control by members 1s the same,
The only differences are only in that the government supplies partial
support by providing some finences and personnel and in that it is the only
national body concerned with education and promotion of sll cooperatives.
These two organizations are listed as examples in order to illustrate
that there are mimercus methods of affecting these deairable ends,
Noedless to say, they are also the two with which the author is most
familiar, '

Specialized National Associastions - These are usually comprised of
cooperatives which have a common type of business interest and their
activities are confined to the common needs of that activity, More’
general activities are largely relegated to the general associations such
as NOUI or CLUSA by way of membership in them, The nature varies from
country to country as does that of the general associstions, Some
examples of these are : National Agricultural Cooperative Marketing
Federation, National Cooperative Consumers Federation, a1l India
Federation of Cooperstive Spinning Mills, National Federstion of
Cooperative Sugar Factories, National Federation of Industrial
Cooperatives, in India, and the National Rural flectric Cooperative
Association, Credit Union National Association, Group Health Association
of America, National Association of Housing Coo;:erétives, in the U, S, 4,
The very pames indicate the nature and purpose of these associations,

Regional Associations ~ These vary considerably in scope from country to
country. In the U,S, these ars usually specialized in nature and normelly
not confined to any particular politicel sub-division tut are inclined

to cover a regional market or supply ares, althqugh there are some state.
and country organizations. In a country with 4 more highly structured
cooperative movement, the organizations will tend to follow political
sub-divisions and include genéral as well as specialized cooperatives,
Where specialized cooperative associations cover more than one political
sub-division such as a state, the membership will usuelly be generally
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by state in those countries. Again, for both economic benefit and
"public relations”, the purpose and results are the same - the mechani sm
is adjusted for local conditiona, '

International Associations - The predominant organization is, of course,
the International Cooperative Alliance, which needs no discussion of its
value, nature, or long record of accomplishment here. Specislized coope-
rative international organizations also are in effective existence and
regional trade associations hold a bright promise not only for economlc
benefit ut also for increased cooperation between cooperators the world

over,

< Athough our purpose here is not to focus on any given geographicel area other
than Asia, it will be of value to discuss briefly some recent U,S, developments

in cooperation between cooperatives as a source of ideas for discussion topies -

and experlence sharing, CLUSA has long promoted & "common ground" relations’
campalgn, the results of which are beginning to become substantial, That the
age-old premise that producer and consumer. cooperatives have exactly opposite

interest is not necessarily true and they can cooperate to their mitual benefit

was the theme of this campaign., These developments are ag follows:

1,

<

-~

CLUSA is promoting legislation to establish a Bank for Cooperatives for
those cooperatives which do not have accegs to the existing agriculturael
cooperative banks, This system would be established (as was the origindl)
with the help of low-lnterest government loans inltially, The real
significance of the development is the tremendous support being given to
the effort by the agricultural cooperatives themselves even though it
would not benefit them, as well as the "teamwork" by all different kinds
of cooperatives, Another testimony to good public relations is the very
asctive support of the consumer advocate and other non-cooperative public

interest groups.

In sddition to extensive dialogue, concrete arrspgements are belng -
finalized for agricultural cooperatives to masrket directly to consumer
cooperatives eliminating the "middlemen" and benefiting both groups.
Further, and possibly joint, expansion into processing, warechousing,
and distritution will vroaden the scope of this collaboration. It ig
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poteworthy that this is strictly a woluntary effort with no governmental.
pressure or asslistance and, as such, i1z a testimony to the effectiveness
of good "Public Relations®,

3, Cooperatives are joinihg in jointly-owned business ventures in ever-
inereaging numbers to enable them to compete effaectively for raw materisles
and markets with the giant private corporations to better serve their
members, These include such diverge activities as baslc energy supply,
transportation and distribution facilities, leasing activities, end meny
others in addition to the normel prodessing and marufacturing ventures,
"Public Relations" have overcome the old suspicion and self-interest
orientation of the individual coopsratives.

Relatdong wim' the General Public and Community

de stated previously, the “"environment® or Yclimate" under which cooperatives
cperate can have a considerable impact on the success of the cooperstive, S:fhcel
any cooperative will always be under attack from the vested interest groups it
displaces or curteils, as well as thelr friends and associates, it is critical
that the general public be made aware of the true facts and the cooperative's

" value to the communi ty as a whole demonsirated, Naturally, the political climate,
ag well as that in which the cooperative has dirsct dealings with the community,
is affected by the quality of the public relations job done by the management
~and 1ts agents (members and employees).

Fl

The most effective method of informing the public of the true story‘is by ths
voluntary testimony of members, customers, and suppliers. This, however, should -
be supplemented by other methodg of commnication using the media aveilable.

This is also a-good opportunity to mention that, since this is a professional
subject, the cooperative should obtain the professional help that may be available,
For the small cooperatives, this should be available in the form of materials, :
instruction, and even training from an assoclation of which the cooperative

is a member, Larger ones can hire consultents in asddition to this., Very large -
'cOOperatives and associstions should have a permenent staff (even if one man),

Participation by the cooperative and its management in commanity affairs is
essential to "goodwill" building snd obtaining a receptive asudience for the
>ublic relations story., The very nature of a cooperative should meke participation
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in comminity projects and teking an sctive pert in promoting genmeral improvements
a moral obligation to its members as well as being a worthwhile economic investment
in improved operating climate, Contritutions to existing charitable and well~
| publicized "self-help" projects and voluntary participation by cooperative
members and employees is an effective public relations toocl. Small cooperatives.
would generally follow this route and place more emphasis on the donation of
services of its people and materials then on monsy., Larger cocperatives could

do more of both and make more substantial money contributions which could cover

& wider range of subjects. 4 very effective activity is the complete financing
and execution of a specific commnity project. National associations and |
larger groups can extend these activities to disadvantaged groups even outside

of their oun countries such as the Cooperative League Fund‘s international
activities, An outstanding example of this type of activity lies in the recent
establishment in India of a charitable trust fund to assist in area development
projects by a large, successful group of cooperatives in Maharashtra. Another
successful deiry cooperative has established a similar fund to finance orgenizing
a commni ty health plan, 4 large book could easily be written covering similar
activities by western country cooperatives hoth within and outside their

countries,

Participation of cooperative employees and‘COOperatives in trade associﬁtions
and technical societies are not only desirable as a source of information btut
provide still snother avenue for spreading the cooperative story. The contacts
made algo provide a source of specialized cooperative employees as well as

consultants,

Neturally, the scope and nature of these activities will depend upon the
resources available to the cooperatives and the local economic and social
conditions., They may well vary from a simple donation of some time_and effort

by cooperative members and employees to these act&vities to a widespread,
professional "PR" programme involving én appreciable expenditure. In either
event, the basic purpose and dedication to the effort should be identical -
through demonstration of its social concern and spreading the word through
outside contacts, the cooperative will improve its operating climate,
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Relations wigg the Government

Although this type of "Public Relations" varies somewhat in importance from
country to country #nd the specific targets vary depénding'upon the exact typs
of government, these are of great importance for cooperatives of ell countries,
A5 stated previously the objective is to provide a favoursble "climate" in which
our cooperative will operate. This climate mist be one which will promote its
growth and the prosperity of its members, The basic elements are still the same
~ the true story, told well and often to the right people, end be sure to "listen".
In general, cooperatives should be politically “nautrai" becoming Involved only
in subjects which affect the well~being of their members or the movement as a .
whole. Support should be given to gpecific subjects and causes rather then indi-
vidual politicians or parties except where it can be made clear that support

is for the subject sponsored by that man or party. This, plus a practice ‘..Sf fair
and honest dealings and demonstration of real benefits to their members, will
contribute to their immunity to the effects of political change,

Since the circumstences vary so widely from country to country, detailed
discussion of this item as aspplied to participants must take place within the
seminar itself. This presentation will outline the present activities in this
area in the U,S, where pgovernment assistance is at & minimim and concessions to
cooperatives are frequently being questioned by other interest groups, This
is intended to provide ideas for discussion and illustrations of methods in a
cooperatively déveloped couniry, '

At the national level we will deel primarily with the activities of the Cooperative
League of the U,S,4, since this was originally one of its primary functions, The
péritinent activities include:

1. CLUSA mainteins a full-time (assisted by staff) professional who is
Legislative Representative and Public 4ffairs Director, Through
continuing contact with the legislators and executive branch personnel and
their staff, he provides inputs of information én cooperative performance,
objectives and feelings on pending legislation and actions, as well as
learning in advence of planned legislation or executive action which might
affect any or all of the cooperatives. He coordinates all informationsl
campeign for, or against, pending legislation or action. '



184

“ACCM - BP
. Mahagement and Public
4 Relstions
2. On significant campeigns, such &s the current one for assistance and

enabling legislation for a non-agricultural cooperative banking system,

a task force epproach is frequently employed wherein other key CLUSA
gtaff members and key personnel from meﬁber cooperative organizafions also
participate in this effort,

3. CLUS4A performs research on the performance, benefits, etc,, of the
' various types of cooperetives and prepares informational and promotional
materials which is used to inform government officials on a routine basis

by mail and/or personal contact, Specific items are channelled to

gselected individuals based on interest arsas, etc,

AR CLUSA trensmits information on pending legislation and actions, elong '
. With an analysis of their implications and pertinent promotional {or
contradictory) material to ite membership for its use in plannihg'
and in its contacts with locel government officials.

5. - CLUSA provides lisigon and backup services for cooperative members in
their dealings with the various central governmental agencies,

6. Promoticnal and educetional materials and copies of news items, questio-
rnaires, ete., prepared by CLUSA for general public relations activities
are channelled directly to key officiels by direct mail, personal vigits,
ete, This materiel is likewise used by the local member cooperatives in

the promotion of relations with local government personnel,

It might be well to also mention the situation in India where the role of governQ
ment, both state and central, is quite different as far as the formal relationship
is concerned, In India, the cooperatives are an essential part of the government' s
development planning and are recognized, to quote the late Prime Mini ster Nehru,
f"as an ingtrument of sociel justice", Consequently, in addition to concessgions,
magssive financial assistance and invelvement of governmental agencies and perso-
nnel characterize the relationship, Obviously, thisiis required for the formation -
and development of cooperatives quickly and on a large scale where the small '
farmers and urban ss well as rural economically disadvantaged are in such a large
majority and have essentially no capital base, This results in a closer and '
mich more formal relationship beiween the cooperatives and the governments,
However, it is interesting that the needffor extensive promotion by the coopera-
tives of relations with governmentel officials and agencies is not mich less than
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it is in the previously cited situation, To a limited degree this promotion is
'helped by the existence of governmental departments and other agencies who are
directly concerned with advancing the cooperastive as well as exercising some
degree of control. However, since the "government" is still comprised of indivi-
dual people and because the promoting activities still require the same "ammunition"
of performance and information, the cooperatives' public relations job is still

the same and deserves the same attention it gets in thé other situation. 1In
recognition of this, the NCUI has orgsnized a public relations division whose
activities will include promotion of governmental relations.

To summarize, "Public Relations" can cover such diverse groups as members,
employees, board members, suppliers, customers, other cooperatives (at the local,
national and international level), general public, local commni ty, and different |
types of nationsl and locel governments, Even so, it appeers that the general |
principles of "tell the true sﬁory*‘, "tell it well and often", and "listén for
feedback" cover relations with all these groups., "Telling" should be a matter

of aét‘ions as well as words - "what you are spesks louder than what you say".

Th_:ls should all be done on a2 professinnal basis - whether internally, through
associations, with outside consultants, or combirations of these, The i@ortgnce
of providing a favourable operating environment throuéh public relations cannot

be over-emphasized., It is a very.important management function réquiring
assignment of the responsibility to'key people and calling for an orgsnized,
ective programne, In eddition to commen purpose and principles, public relatibns
with all the different groups are interlocking and complementary and logically
grouped into one programme, i good example of this es well ag en illustration

of a programme by a large, successful, and advanced cooperative is the a;ﬁpended
description of the public relations programme of the marketing arm of the U.S,
National Grape Growers Cooperative Asscciation, Welch Foods, It also illustrates
the importence this cooperative places on this activity. '

It is felt that this conference might profitably eddress itself to the following:

1. Forming an opinion on the relative importance of this managemeri‘b function
and the general spproach which might be t.aken wlith respect to the various
_ countries, 2
2. Recommendations as to the proper use of ex:i.sting methods and approaches

(with necessary modifications) in the various countries according to their

situation, Also recommendations ss to applicable new methods & approaches,

3. . Recommendations as to steps which might be taken to improve this capability
in member countries and the pogsible role of the I1Ci and cooperstives
around the world in helping implement these steps.

m.
16/11/75
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INDIAN FARMERS FERTILIZER COOPERATIVE

_The Indisn Famers Fertilizer Cooperstive (IFFC0} is the net result, and
outstanding example, of Ycooperstion between cooperators" on the broadest
scale, Oooperastion between primary societies and their members, between locsl
and national federations, and intemationally between two natienal cooperstive

. movements, was involved in its fommation and the reslization of India‘s first
cooperative fertilizer manufacturing complex, This complex, producing at a
rate of 800,000 metric tons per year of fertilizer (emmonia, uvea, and NKP
complex fertilizers), is owned jointly by nearly 25,000 cooperatives (of which
nearly 24,000 are primary village socletles) in 10 different states, Distribution
and warketing is handled by the members wit.ix expert end extensive extension ser-
vices provided by treined IFFCD parsomnel, -

The twenty-plus year old relationship between the Indlan and U.8. cooperatives
has been hased on a mutusl exchange of experiences to the benefit of both, The
prior experience of joining {ogether to produce their own fertilizer-hy the Uy, .
cooperatives as a solution to the problem of obtaining supplies for the members
led to the concept that this miéht apply to Indian farmers as well, The

National Coeperative Union of India (NCUL), the National Cooperative Development
Gorporation (NCDC), and the Cooperative Department becane actively involved in
promoting and organizing IFFGO. The Gooperstive League of the UsSehs (Clusa)
promoted the idea with the U,S. cooperatives and they, in turn, donsted
$1,000,000 to form Cooperative Fertilizers Internationel (CFI), a company

which provided most of the technical assistance required. The Indien cooperatlives
subscribed nearly $28,000,000 in share capital, while the government took the
remaining $24,000,000 (to be eventually retired by purchase by the cooperatives),
Loens were arrsnged for the foreign exchange component (over $20,000,000 by A
USALD, and nesrly §16,000,600 in credit from the U.K. and Dutch governments).
Rupee loans totalling nearly $50,000,000 were obtaihe:i from Indian financiel
sources, $15,000,000 of which was from the Government of India.

The anmonia and urea unlts ere located at Kalol in the state of Gujarat using
natural gas from a nearvy field as raw material, The complex fertilizer unit
is locsted at the port city of Kandla in the sgme ststes 4 special train was
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built to transport awsonia to Kendla from Kalol, This has also proved very
beneficial to overall fertilizer production in India since the same tank
cars have been used to t.ran3p5rt. excess gmmonia to other mamifacturing
~complexes whose smmonia units are temporarily disabled_. An importent part
lof the prograume was the development snd trial operation (using fertiliger
like that which would be produced) of the marketing system which incorporated
a td.deSpread extension service promoting good agﬁcultural and balanced
fertiliger use practices to the farmer members.

The results have been so satisfactory that IFFC0 has another urea proj edt

under way in Uttar Pradesh and the addition of & phosphoric acid wnit at
‘Kandla under consideration. The plans were completed very nearly on schedule and
were within the budget on foreign exchange components in spite'of wo'rldwidé
shortages and soaring prices, which is no mesn tribute to cooperation in itself,
This is undoubtedly the 1argest and most significant result of a single '
international cooperation between, cooperatives to the present time and

hopefully is only a beginning,
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A Gooperative Vegetable Oil.Ma_rketd.ng-Organiza‘bion'._

This cOOperative venture illustrates well the advantages of coopera'bion between
cooperatlves and concerns asolution to a situation that found the indlvidual 0il~:
seed processing cooperatives at the mercy of the vegetable oll traders and thelr
benefit to their farmer-members badly affected by wide fluctuations in raw mate-
rial costs and product prices.: anie supplies exist in the U8, s0 that it is 8
net exporter of vegetable oils and high-protein feed ingredients. bMore than 90%
of the domestic market was confined to 9 large private firms which produced the
finished products from crude vegétable oil, - ' :

Daring the late 1950‘3 » solte conferences of cooperative oiisee_d procr_‘es%prs were
orgenized end held to promote exchange of ldeas and information and‘ discuss solu-
tions to common problems. During conferences a feeling of mutual trust and con-
fidence was developed and the idea of joining together to solve the marketing
pmblelﬁ was born in 1960. 4 new cooperative was formmed in February of 1962 as
an experiment. Twenty-one pni:cessors each purchesed a share at §L,000 snd they
all agreed to loan the new coo;:éxative a total of $50,000 for the first year' of
cooperation, plus = s_econd $50-,000 if required for the second year, They fuft.h_er'
agreed to market all of their oil through the new cooperative, '

‘They then proceeded to hire the best private trader in the business as a general
manager, and provided en incentive plan as well as psid him well. The cooperative
charged its members the regular brokersge fee -~ $30 per tank car Of cottonseed 01l
" and $20 per tank car of soybean oil. Esch member cooperative processor had one
member on the board of directors. The board controls by setting policy; hiring
auditing firms (snnual sudits), attorneys, and designating banking connections, ag
well as hiring the general mak:gager. The general mansger conducts the day-to-day

~ business, hires and fires einployeea, .and accounts for.the collection and disposal
of all funds. Directors‘ meetings were held frequeni\;ly, in the first few years for’
control and coordination and are still held approximately every three months,
alt.hough for different Teasons which will be discussed later.

-

Buyers quiclf.ly found Soy—Got was reliable anc a u.nique source of large quantities.
' (by pooling oil from several cooperative processors), By the end of the first
year, Soy-Cot had sold (both domestic and export) over 225,000 short tons of oil
snd showed a net savings of about $23,000 over expenses, After 10 years, the -
volue had grown to 560,000 tons atmuéily and 1t had become the £ifth largeét oil
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supplier in the UiSs It also had begun to market soybean mesl (90,000 tons in the
first year) and soybeans (200,000 bushels in the first year). The second year

loan. was obviously never rdquired and the 5% interest on the original was not only :
pald each year, but also the loan was psid off by 1967 instesd of 1970 as scheduled:
In the first ten yesrs Soy-Got hed also pald out over {200,000 to members in each :
dividends and had reached a net worth of over {425,000, Strange as it may sound,
this performence was of secondary imPortance; The major benefits were in optimum
prices obtalned by careful market anslysis resuliing in greatly higher returas to .
members than those mentioned sbove and also resulting in secondary benefits which '
are discussed laters : '

Soy-Got's major sctivity is the gathering and analysis of market inibzﬁation and

~ then pi‘oj ection of future trends in prices and volume to detemine optimum selling
times, This is done not only for oil but also for meal, raw material and even
related commodities, which might affect the market (e.ge, other vegetable olls,
other rew materials, substitute products, et.c.); This is done not only from |
privete and public sources, but from the members themselves and the information is
obtained and anslysed dplly. The results are also trensmitted delly to the memher
cooperatives. This infommation is used by the members to plan production schedules,
product mix, raw material purchases, snd stocks to build or trim down of each. Soy-
ot itself uses the information to time sales for mgximun pz_'ices for the members,
As a testimony to their efficiency, the U.S. Department of Agriculture end other
public agencies rely on Soy-Cot as thelr primary sbur_ce for vegetable oll trend
infomation for planning. |

Obviously, Soy-Cot has become the focal point for cooperation in other areas botween
‘the cooperatives to their mutual adventages Information on technical pﬁoblems ig
eu:changéd, personnel are made availa_ble to other meibers tenporarily (_or even
permanently for advancement), rew materials arc loasdf,criticsl spare parts and
supplies are loaned, information on new development is shered, and similar mtusl

help activities result from the close commnications and frequent contacts, More-

over, Soy-Cot services to mambers have expanded to include arranging transport,
negotlating rates and assisting in the movement of the products as well as sales.

The net result has been to help greatly . increase the pmportion ‘of cmperative
processing to private sector processing. :

Naturally, many factors preclude the exact dup.‘lication of this Operation in other
countries, particularly the developing countries, because of different circumstances
However, the general pr.l.nciples could be wndoubtedly app]ied and poasibly with evan

greater relstive success under the right condltions."
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Why Cooperative Education?

* 1, Introduction

1.l The scope of this paper ﬁill be to discuss why ~cooperative
education is nceded, the meaning and content of cooperative education
and red sing gome questioﬁ.s for discussion,

142 Sone references will be made 4o the situation in the Region.
The remarks made in the paper about South-East &s&a&ago%tnes refer o .
12 developing countries served by the ICA RO & EC,/J'ap_an and Australia
whieh are in a separate cabegory.

2, Why Céoperative Bducation?

_ TPhis question can be answered briefly by reference to the
quotations of eminent cooperators; and the ICA Commission on Coeoperative .
Pmciples. :
24l Mr, H; Elldin, a neted educationist from the Swedish Gooperatlve
Movement, a very suceesstul cooperative movement, has the following te
say about the importance of cooperative education:

"If we had odcasion to start our movement afreshy and
if we were g:l.ven the cheice between two possibilities «~
that of starting without ocapital but with enlightened
membership and staff, or, on the contrary, that of
starting with a large amount of capifal and 1ll-
informed members - our eii:erience woudd incline us te
choose the first course",
2.2 Mr, Charles Gide, a noted cooperative pioneer of France
said as followss | :
- "Comon people with the smbition te try te provide
for their own needs, and become thelr own merchents,
bankers end creditors, their own employ‘érs and their
own insurers would indeed be imprudent if they did 2
not first equip themselves with the lmowledge and
faith necessary for the tasik", ,,
243 My, WP, Watim.na, fomer Director of t_hg International
Cooperative Alliance, seids | o
"It has been said that cooperation is an econamic
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movement employing educational action. The.gtatement

would be rio less txué if it were beversed Thé

Co~operative movenment is an educational movement

eﬁploying ecohomic action", '

244 The report of the ICA Comnission on Cooperatlve Principles

has the following to say:®

"Co-operation requires of those who would practice it

effectively the acceptance of new ideas,'new standards ..

of conduct, new habits of thought and behaviour, based

on the superior values of co-operative association,

Wo co-operative institution, therefore, can be indif-

ferent, in its own interest and for its own survival,

to the need for educating its members in appropriaté

‘ waﬁs". ' ¥

2.5.- The above quotations show how inportant cooperative é&ucation
is and the inseparability of cooperative education and the cooperative
noveuent, It is on account of this factor that the ICA Comission on
Cooperative Principles etnformed "cooperative education” as one of the
six Prineiples of Cooyeration_in its report on Cooperative Prinmeiples

which was unanimously adopfed by the ICA Congress in 1966,

Se Meaning and Content of Cooperative Education
3el In order to understand properly the meaning of and the content

which cooperative education should h&ve, it is eSsential'to understand
the principles and the nature of cooperative mbvement. The deflnltion
of a cooperativo goclety which is generally aCCepted is given in '
"QOo-operation - a Workers! Bducation Manual® publlshed by the ILO as.
follows: ' ' '

"A co-operative society is an association of persons

varying in number who are grappling with the sane ecandmic

difficulties and who, by joining together on a basis of equal

rights and obligations, endeavour to solve those diffi-

culties, mainly by conducting at thear own risk a 301nt

: undertaklng to which they have transferred certain
economic functions corresponding to their common needs
and b& utilizing this undertalding jqintly for their
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* common material and moral benefit"i _
%42 The above is not adequate to understand the nature of the
és—operative movenent, Bubt it is not further described to keep the L
paper brief and in view of the faot that it 1s well understecd by the
participante, Salient paints may be spelled out in the disoussien, if
- necessaxy. ' _ |
3¢5 . The Report of the ICA Commission on Cooperative Principles
emphaglized the material and noral benefits of cooperative amction as
followst ‘ | _ ' o
_*_‘The camnon element at all times has been that Ga—epei‘a-‘hien
at -its best aims at something beyond promotien of the
interests of the individual menmberg who compose & CO=- | _
eperative at gny time, Ity ebjeot 'is rather to prdmo’ce #he
progress fand welfare of the hmanity, It is this alm that - i
makes & CO-opuidiive society somethi.né different from an
ordinary economic enterprise snd justifies its being
tested, not sipply frem the stand-peint of its business
efficiency, but algo frem the standpoint of ite contributien
to the moral and woclal iralues which clevate uman life
above the merely materiel and animal', -
3ad If one looks at the mesning of education one sees the same
gpirdt that hes been expreésed by the eminent cooperators above, The
Oxford Dictionary says that education means "the systematic ingtructien,
schooling or training given to the young (and by extension to adults)
in preparatien Ffor the work of life", T :
35 Sone cooperators particularly in the developing ceuntries and
officers of the government eeoperatlve departments understand by _ _
ceeperative education as education about cooperatives enly or education
on cooperative matters, In the opinion of the author, this definitien
18 teo narrowly cocncelved and ill-suibed to tlh.é needs of the cooperative
I .

mevements in the Region, . o,

Fab The eminent ceeperstors frem mccessful cooperative mwmnﬁs
have cenceived ceoperative sducetien in much bresder termss (a) to
teach, of necessity, about the soelal and ecenomioe situatien in which
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(poten‘hial) members live end the importance ‘and methods of cooperativ‘e
acti@ni Eb) education conceming the oecupaticnal requirements of the
members such as farm guidance fg_r agrieultural cooperatives and

consumer education for consumer cooperatives; {c¢) social and other -
needed education te improve the quality of life of member households;

(d) givie and if one ma:v use the word "ethical”, education which would

1ift the members above mundane matters., The Frineciples Commission Report _
hag this te say in regards  WPor the purposes of Go-eperation, however; |
education needs to be defined in a very broad sense which ingludes

aeademiec edueation of more than cne kind but much besides, It ineludes
both what people leaarm and how they learn it s,.eesless and less In the
contemporary world can education be limited to what is lgarnt in schools -
end eolleges'at special periods of people's lives, The co—opemt_ive 3
concept %@ of education as a life~long process". ¥

3¢7 (1) In terms of the persommel to be covered, of neoess:.'by

" the c¢ooperative movement mugt place the greatest poseible emphasis in
educsiting its members, elected committee members, office bearers and
employees of cooperative societies, |

(11) In view of the faotl, ‘Lhatﬁhe cooperat:.ve movements in the
countries of South-Bast As:l.a gre government spensored, goverment plamned
and supervised and govermment gontrolled, it is essential to trein
empl.éyees in cooperative departments and othexr related departuents

in the principles and methods of ééoperative work so .that they plan and
“foster genwine cooperative organiza‘bions,' In this category must be_
included the top leaders in the government hierarchy ineluding the
ministers _a_nd\members_ of paﬂiaments_ who feormilate ﬁolicies and who enact
Y, ) _ _ _
(iii) Women and Youth are an important source of power to a,ll voluntary
organizations and especially to the oooperative movement, The importance
of this enormous source of power has only been somewhat ma.derstood. o
Only tentative and halting steps have beey taken to bring them within n
ths coopera‘tlve novement., The movement needs to be :mvigorated with ¢ \
441420 power of women and the fresh energlising blood of '
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youthe The movement must plan for ensuring new generation of lea.dérship
and thus it should spread its gospel among the students in schools and
colleges and among the young who are wnable to have access to asademic
life,
(iv) The image of the cooperative movement in the general publio ia
of great lgnificance, This image should be refurbished and made a
shining one, '
38 ' Pregident Ferdinand E, Marcos in delivering the inaugurel
address to the First Asian Conference on Agricultural Credit and.
Gooperé;’cives in Manila in December, 1970 had the following momentous
words to say about importardp of the Cooperative Hmrement and cooperatiﬁre
education in the context of the Asian situation: |
"The meaning and message of this universal upheaval -
is chenge - change in the established oxder of th:i.ngé -
change in the structure and premiges of the traditional

i

societies. In one fearsome word, revolution,
|

"There is another, gentler but egually expregsive temm for
5 L @oochal phencmenon, It is social justice - the rising

clamour of the poor and the dlsinherited of the world

who have finally realized their rights, entitlements and

worth as members - majowity members at that -~ of politiecal

and social orders from which they have bee’ﬁ alienated far

50 long. ‘ '

‘This rising ‘clamour isy I think, loudest and clearest
in Agie where it is also nmost relevant and jus'bified.'

A1l Asis, with the singular exception of Japan, is
agricultural and in the main feudalistic in charatter.
Itas poverty is nassive a.nd its poor are being exp&sed | f
to winds of change .....Exposed tg these competing winds

of change, the masses of Asia are aroused and agltated, . .- G
They are r@stive and confused, They are clanouring

for change, for nﬁeration from poverty, for seoclal



309

196

 ACCM - BP _ -
Why Cooperative Education?

Justice, And, they are leaming to articular their
clamour in militant and organized activisiless.. For

the restless nasses of A51a, cooperatlves offer perhaps
the only desirable apd acceptable alternative to a v1oleht

revolution,

Agia is poor in material wealth but it is rich in human

and naturai resources.- Its'capacity for developnent

musf be drawn from the organization of vast reservoir of
humen resources which after all constitute the real

and true productive and creative power in any society.
Mobilized, motivated and organized in accordance with the
dynanic prlnciples of cooperanlon, the great masses of Asia
can transform this sprawling but depressed region inteo a S
glant power bloc that can outspace the existing power

system in the esteblishment of a new civilization,
|

In pursuing the cooperative vigion, however, let us be
practical snd pragmatic., Cooperatives do not cone out
and develop out of a wish or even a solémn declaration
of intention of policy. In the existing environment
including the culture which shapes the attitudes and
actuations of our peoples in Asia, cooperatives oan only

come to their own if supported and sustained by a

. consciously planned implemented programme of education

in ccoperatives, less than this will not be enough,

Indéed, we shall need nore,

We shall need, to begin with, to elevate cooperatives
or the cooperative systen into on ideology. An ideology
of change and developuent, An ideology of social

reforn and human refomstion, A revelutionary ethid'.

In the same vein the_late My, Jawaharlal=ﬁehru, former
Prine Minister of India, said in his 1naugural address at the
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ICA's Regional Seminar on "Cooperative Ieadership in South-Bast Asial
in 1960t '

"But my outlook at present is not the outlook of

spreading this Coop?raxive Movenent gradually,

progressively, as it has done. My ouflook is to

convulge India with the Godperative Movement, or

rather with Cooperation: to make it, broadly

spealcing, the basic activity of India, inevexy

village as well as elgehwere; and finally, indeed

to make the Cooperative approach the common

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, With that naturally cone EONE

processess of training, ebc.. We cammot just ask

them to cooperate, Therefore, we have to train them

in a very.big way ; educate then and give then soue

speeial training”. '
34@0 To sum up then, the aim of cooperative education is %o
p -ide education on cooperative natters; occupational education which
will improve productivity; social and civie education which will improve
the quality of life of the members, =nd, ethical education Which will
nake the members, if one may use the tefm, better "human~beings", In
addition, the cooperative movenent must prepare the members and various
other categories of personnel to speedily develop cooperatlve movement
so that by expanding its membership,of exigting cooperatives and by _
expanding its coverage 1to new areas it can make its important contribution
to bringing about a social end economic revolutions The overall gim ‘of
cooperative education is thus to develop strong, self-reliant amd
denocratically managed cooperatives —~~ in fact thé oooperativé novenent
which is in a poéition to achieve its social and eéonomic objectives
in a world which is becoming ever nore competitive, Thé task e¢onfronting
cooperative -education therefore is not a small one, It is as big as

the aim of the cooperative movement itselfs
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4, Sone guestions -
4,1 When cooperative education is conceived in broad termslas
nentioned above, it becomes absolutely importent to fix priorities in
relation to needs and available rvesources - financial, man~power and
nmaterial, In doing so, i% ig necessary to look at the progress of the
cooperative moverent in Asia. As a generslization it csn be said that
there are outstandlno examples oFf succegsful cooperative enterprises such
as the Cooperative Insurance Society of Malay31a, the Kaira Digtrict -
Cooperative Milk Broducers Union (AMUL) of Indla, ne Consumers Gooperative
8001eﬁy 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 PAO Conference on
Parmer$? Organization in Asia and the.Far,East held some time back .
the author had indicated that agricultural cocoperatives in the Regfani
have been developed in a number of fields, Agricultural cooperative
credit, marketing and processing sccieties are the nost inportant amdngst
these, Although notable éu?cesses have been achievedin sowe supervised
credit projects, in working, in somewhat satisfactoxry nanner, as agents .
of government in procuring foodgrains ond distributing fertilizers,
progress in regard to agriculbural eoopératives on a countrywide basis
has renained linited. With some exceptions, the same statement.could
be made with regard to cooperatives in urban areas, such as consumer '
cooperatives, housing cooperatives and thrift ond credit cooperatives,
and fishery cooperatives, _ |
41,2 Keeping the above in view, the conference nay consider the
following gquestions: _ )

(1) Has the cooperative movement carried out the required mﬁn,

power planmning and formulated prograxmes of cooperative ,.g_ :

education in quantitative and qualitative terms to meet f _ ;ii

thé present and the future requirenents? Has the cooperafive

novenent nade adequate effort in qualltatlve and quanti-

tative terms to realized the goals set by the great leaders

of Asia such as President FPerdinsnd Marcos and the late

Prime Minister of India, Pandit Jawsharlal Nehru?

] . . LN M . ™ o} £
N o . . L . e e
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(i1) Is the cooperative mcveﬁent by itself capable of
ﬁnﬂer%aking the gigantic task of cooperati#e educatidn?
If not, in what way collaboration of other voluntary
organizations should be mobilized, Also what should

be the partnership between the state ond the cooperative -
novement in planning and operﬁting prograrmes of
cooperative education, in view of the important role
which the State agsigns to cooperative movement in its
econcnic plans? -
.(iii).The cooperative wnions are generally recognized as .
agencies which should carry out cooperative education
programmes. Ane they effectively gsupported by the

business federations? If the needed collauboretion is

lacking, what steps should be taken %o promote this
collaboration, in view of the fact that cooperative
unions and buginess organizetions et all levels nust act”
unitedly in performing the gigantic taslk of cooperative.
education,. : '

(iv) How cen adequate funds be raiged and personnel

provided for the meeded education progreumes?

(v) Has the time come to employ specisal personnel/

education officers in large cooperative organizations

whether they are prinary, secondary or tertiary, to _

cater to the needs of nember education and training for

the members and staff of their organizations in

‘collaboration with the cooperative unions' set-up?

(vi) Are the cooperative cducation programnes so geared

as to produce leaders with vision and the nceded

capabilities for successfully achieving the revolu-
.tionary ains of the cooperative movenent, of raising, -

on the one hand} the socio-ccononic conditions of thel

broad nasses of the people 1ivina'in rural and urban r
areas of various cowntries of Asia 'and of making .

cooperative novenents self-reliant, demdcratiéally nenaged _

and indepeﬁdent of governmment apron strings and spoon feeding.
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The pProgress and prosjerity ofﬁany economic
enterpriée is vitally dependent on the panageirent, Of the
several attributes, personnel menagement is a key factor for
any enterprise including cooperative., The economic constra-
ints in the developing countries in south-gast asia created
by population boom in the face of limited resources have
assumed need for maximising productivity. The accelerated
development of cocoperative movewent in south-~gast asia
Region has involved wider participation of cooperatives in
basic productive sectors like agriculture and industries.
gide by side with the rapid urbanisation, there has been
significant development in marketing and consumers coopcrative
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 minimum
cost, The modern concept of personnel jpjanagement and

scope of their applicability in cooperatives are the matters
of studies here.

ORGANISATIONAL SET UP

The manageuent of cooperative organisations
constitute poard of nirectors as the decision making body
ané official executives delagated with powers to comduct
business, The organisational set up has to be planned
keeping in view cne reculrsment of »articular anter.xlse.
The objectives should be clearly defined and the organisa-
tional structure should be drawn up which will act as a
frame-work for achievement of desired goals. The organi-
sation chart should outline relationship and cooperation
between the working personnel and top management,., w»Right
man at the right jobs should be motto in planning of set
up. wWhether 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,
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PERSONNEL 2LANNING

After the organisational set up and structure is
gecided, there shovld be clear assaessment of future demand
of personnel, The feasibility of every itenn of husiness or
Qroper estimate of cost and the resultant income should be
studied, The wanpower s=mployed by organisatiohs involve
a big element of cost, At the same time manpower eguipped
with professional technicues and Xknow~how are the valuakle
assets on whom the progress apnd prosperity depend. The
utility of personnel should therefore be avaluated taking
into consideration all the sractical asjsects involved.

The role »,. el waal Jopclztal Ao Las o guejouent
and those emsloyed for internal working shouid be clearly.
defined, The constitution of fundamental charter of large
organisation lay down the decision making power of the
poard and the chicf mxecutive, The delegation of authority
should be made keeping in view tae a.pects of efficieqat
conduct of busine.s and at the same time capability of
persons entrustea with powar. The modern concept of
organisational management favour the idca of decentralisation
of powar to ensure cuick disposal of affairs,., The element
of risk involved in exercise of decision making powers by
persommel beyond capability should not be overlooked,

in planning of utilisation of manpower it is
necessary to have apprepriate statistics for volume of
work to determine the zguirement of personnel on the basis
of optimuwa efficiency. mhere should be realistic assessment
of the requirement to obviate overstaffing and under-staffing,
while the excess manpower will involve un-economic expenditure
and reduce individual working output. <The shortage over the
normal recuirament will become the cause of inefficiency.
overstaffing has another scrious problam that in the event
of retrenchment of employees, their morale is adversely
affected, jjanpower planning should be based on future
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programne and in an expanding organisation calculated reserve
strength should be maintained to meet the needs of expansion
and development programme. The pepartment or Section
entrusted with the responsibility of personnel mahagement
should maintain versonal buéget 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 ¢gualificestions,

(ii) The actual requirements at various positions,

(iii) Recruitment rlan to neet the present and
future needs,

{(iv) Training plans, internal job training and
training at available technical. Institutlons

{v) pevelopment and promotion plans,

The various stegps for personnel planning should be
directed towards attaining management efficiency upto the
optimum level. The working strength at various level should
develop team spirit under 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 rndustrial and other
concerns where division of labour is favourable to the working
output, clearly defined job description and allocation of
duties should be maintained, rThere are organisations in
which the performance of job is interconnected as chain !
links where it is not possible to maipntain duty chart as
water-tight compartment., 7There should rbe 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 S0 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 geniors and sense of job loyalty will definitely
improve the gualities in working output, efficiency and '
reputation, The job planhing should be aimed at perfection
towards won-the~-job trainings 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 awarcness amongst working
people o maximise their ocutput. The incentive for future
welfare in promotions and other material gains encourage
improvemaent of efficiency. Jgob rotation is helpful for provi-
ding opportunity for an individual to lecarn varied work,
Instead of being one-sided cxpert in sectionalised duty, it
is better to learn various work in job rotation,

RECRUITMENT

Recruitment is based on job requirement and selection
of persons is goenerally made from those who are eligible in
raespect of qualifications and experiences required for the
particular organisation. authority for appeintment for
different categories of employees is vested to Executive
or pxecutive pody 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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Bxcept people of Executive rank and managerial
position where the source of recruitment is personal negotia-
tion or borrowing of people on deputation from other organi-
satéon, the general recruitment should be made in fair open
coﬁéetition. The ¢gualification, experiences and other
background should be examined in process of testing. suitabi-
lity is generally judged on merit on the basis of:

(1) academic and technical qualifications,
(i1) physical fitness and mental alertness,
(iii) -Environment and social background,

{iv) @eneral behaviour and agptitude.

rRecruitment is planned for phases of employment as
néeded by the organisation. In certain categories, the
f@psh recruits are straightwayiput to job., There are schemes
fo:i;ecruitment on probation or apprenticeship who under
programme are absorbed in job after they undergo process
of’t?aining. where the recruitment of experienced persons
become costly due to demand of high salary the building of
manpower is preferred through process of training progranﬁe.'

TRAINING

. TO0 develop professional skills and proficiency of
personnel of any organisation the training plays a vital role,
Training programme is conducted by different organisations
accordlng to their needs which may be following tynes--

(i) In service or on the job tralnlng which is

imparted within the organisation by practising
the variggg work,

(ii) Training/organised Training jnstitute or centre
specially established for personnel employed
_ by organisations,
(iii) rraining under programme of study seminar or
workshops and field visits,

(iv) 7Training in process of acquirihg practical
experience with the. length of service,
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7o make the training programme useful, it is desirable
to have effective combination of theoretical and academic
knowledge with practical work. persons ontrusted with
training work should be accomplished with full knowledge and
skill, Training should be conductcd in a Jdisciplined
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 praining 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 propérly_assessed and
evaluated from the performances of personnel trained., This -
needs closer supervision of their work with regard to
practical application of training knowledge. ghould any
deficiency or shortcomings arc 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, rhere should be discrimination between programme
for newly recruited probationers or apprentice with refresher
courses of the already experienced persons. The programme
for clementary knowledge and that for advance courses should
be formulated carefully so that the training method serves the
best useful purpose to both the trainees ac well a; the
organisation, The production of training literature and
materials should be preparedraccording to the needs.



207

ACCH - @P
Personnel Management

PROMOTION

The scope for promotion of cmployees to higher
grades and ranks arisc out of -

(2) vacancy for particular post which can be filled
by promotion from on.osting employvecs.
(k) pxpansion of functions of organisation creating

new position which can be filled up from
existing personncl,

{c) Encouraging incentives to oxisting parsons to
retain them in job preventing them from seek;ng
alternative. bccter employment elsewhere,

The decision for promotion or granting of benefits
to employees should be made judiciously. - ghe criterion fixed
for promotion may differ from organisation to organisation.
Seniority in length of service iz taken generally as one éf the
factors but this should not alone form basis for promotion
The promotion should be decided after evaluation of job
performances. The merit sheuld ge: priority over seniority,

- Due consideration for merit about promotion create
a.general incentive to werking prople to maximise their
efforts, rThe factors generally taken into consideration for

promotion are -
£

(i) Capability and quality of work,

(ii) Trustworthiness and job loyalty,
(iii) Initiative ang drive,
{iv) General béhaviour and

(v) satisfactory job performanceS.

promotion policy in personnel managemaent should be
Judiciously planned. The decisicn should not be cause of
frustration rather provide encouragement Lo maximise efficiancy
and output and to work for the interest of organisation.
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cooperative panagementc in pangladesh -

ynder the cooporative regulation in force the top
decision making body is the soard of pircctors. who are either
elected representatives or rominated by gGeovernment, ‘The
cooperative gocicties which are supported by the financial
asgistance largely from cgoverniment the chief mxecutives are
deputed by Government, The chief mrecutives, apart from the
executive functicns in ranagement. of the society, act as
secretary of tha goard. The internal management of personnel
is supervised by the chief Execuﬁive. The powers and duties
of the chief pxecutive are defined in the pyelaws of the
sociaty. mThe poard of nireciors may delegate such powers
from time to timz as are norossery for conduct of business.
The Agricuitural cooparatives form significant part of the
Cooperative povement in pangladesh, ohe primary societies
in the structure of pgrisultural cooperacives at operation
level are small in size and are mostly managed hy cooperators
themselves, The organisations at roegional or national level
are managed by kxecutives deputed from government pepartment
and the poard of pirectors constituted by slected represen~
tatives,

The skill of the menagement of ccoperative organi-
sations in pangladech may he satisfactorily increased by
proper training facilities, Tho coopsration and coordination
between different tiers will be developed if such training
facilities are given by the 1CchA and other International
organisations or with the assictance and cooperation of
other friendly countrics for the progress and ErpsPerity of
the economic conditions of the humen beings,

—

sm

28/9/75



209

ASTAN CONTFEIENCE QN COOPERATIVE MANAGEMENT
PHILIPPINE VIIZAGE HOTEL, DECEMBER 1 ~ 6, 1975
MANTTA, PHILIPPINES

COOPERATIVE MANAGEMENT IN andie
by

Re Ge Tiwaxi, maPtz

1, Paper pregented at the Agian Conference on Cooperative Managenent
held in Manila, Philippines, December L — 6, 1975, ! _
. 2, President, National Cooperative Union of India, NEW DELHI,



210

COOPERATIVE MANAGEMENT IN INDIA

In the business world-whether Public, Private or Cooperative - we are

living with the contimious process of management revolution and at no time
in the past ﬁeoplé were concerned with the problems of ﬁanagement than
today. Peter F, Drucker writes in the Practice of Management: "the emergence
of management as an essential, a distinet and a leading ingtitution is a
pivotal ovent in sociel history, Harely, if ever, has a new basic insti-
tution, a new leading group emerged as fast as has management since the

turn oflthis century, Rerely in human history has a new institution proven
indispensable so quickly; and even less often hag & new institution arrived |
with so 1ittle opposition, so little disturbance so little controversy,
Management will remain e basic and dominant institution perhaps as long as
Vestern civilization "itself survives."

2. Cooperative enterprise emerging as an alternative to the two extremes
of capitalism.and socialism is, too, equally concerned with the maintenance
of business efflclency through the adoption of scientific management
techniques. In this context it is in fitness of things that the Regional
Office of the International GooPeﬁative 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
practices of management/ggOperatives in India,

CHARACTERISTIC FEATURE OF INDIAN COOPERATION:

3« With a view to having a lucidlpicture of cooperative management it would

be appropriate to analyse the evolution of eooperatlve system in India,
A critical study of growth and evolution of cooperatlon in India reveals
the following characteristic features that have largely 1nf1uenoad the
pattern 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 laﬁ ag primary instrurent of managing cooperatives,
. Db) During pre-independence period, the British Government emphasised
the need for honorary service., This was because of thg Jimited extent
of the growth of cooperatives. In fact the-colonial_Government did not
visualige for larger diversification and complexities a cooperztive business,
¢) With the attainment of freedom and adoption of planned Economic
Developmanﬁ, cooperatiqn waé regafded a5 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;
gsometimes, practical deviations in the policy of the Govermment, Of late
the Government is advocating the policy of mildti-agency approach to deve--
lopuwent of agricultural and urban section. Thus cooperatives are expected
to compete in the free narket. ; _

d) The cooperatives aim at creation of environment and situstions
£or "better farming, better business and better living of the people"

This has resulted into a big diversification and growth of cooperative
business. The activities of cooperatives are nhow not limited to credit bub
extended to other spheres as well like marketing, agro-base@ industries, '
distributive trade, industrial cooperatives, housing, fisheries, machinery
o neme some have also been brought within the fold of cocperatives.,

This diversification has led o more complex business activities of CO0p= -
eratives, o

e) The organisational structure of cooperatives is federal consisting
of primary units at local level, secondary wnits at district/regional level
and provincial units vhich federate into naticnal level federations of '
concerned sectors of cooperstion. This naturally calls for effective
business integration among various units of éacperatiye institutional freme
work, " '

) Tdeclogically cooperatives in India subscribe to the principles
laid down by the I.C.A. These principles are open and.voluntary membership,
democratic control, distribution of surplus in proporxrtion to members trane-
sactions, limited interest on capital, cooperative education and cooperation
among cooperatives, ' o
STRUCTURE OF GOOPERATIVE MANAGEMENT 2

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 ?nérroneous feeling that scientific menagement
tochniques have ¥ery little relevance to cooperatives, since they do not afnm
at. maximm prbfitability as the busihess enterpriSeéiig Private or Public
seqtors. Such a concept does not hold gobd in modern business enterprise
whether cooperatives or otherwise. To quote an I.L.O. Publication, entitled
Cooperative Management and Administration, "It is now generally accepted

that a cooperative is both an association and enterprise, combining an
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ethical content with a businesg structure and buginess activitiés";

' This certainly calls for efficient managerial ability.
5+ The Managerial ability is governed by the strength of -structure of
cooPerafive management bullt up.with General Body, Board of Directors and
ad:ninistrativé wing headed by the slected Chief Bxecutive. The structure
i# constituted through the process of democratic control which is mani-
fested as wunder: . _

i) The General Body comprising of the entire membership of éooperatixes
elects the Board of Directors through democratic process on the vasis of
one Mmember one vote.' Constifutionally Board of Directors are iesponsible
to formiate the policies and action.prbgramme g0 as to achieve the organe
isational goals, ' o :
11) The Administrative Wiag of the institution headed by administrative
Executive is responsible 1o 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 fﬁnctioning are.inseparably linked
with each other for achieving the organisational goals as per the provie
gions of bye~laws, ' |
6. The latest trend, which is likely to have deep influence on the

- structure of cooperative management is its professionalisation.  With
the growing diversification of cooperative activity, it has become
obviously necessary %o professionnlise the management of codperatives.

In sum and substance it means that while the policy making part of the
management must be under the control of elected representatives of the
menbers, aperative or execuiive part with the @rofessionals. There has

to be clear cut demarcation of the jurisdiction of these two segments

of management. However, in the context af organisational harmony, effecte
ive care has to be taken so that thesc two wihgs of cooperative management
do not function parallely but in close coliesion, This will preesuppose

_operative freedom to the executives and veéting the elected management with
necesgary powers and responsibilities to have check and control on account-
ability of professiocnals. In other words both the wings of the management
have to direet their efforts towafds the realisation of organisational
goals as incorporated in the byewlews of the institution. Here it may be
pointed out that interpretation of byé—laws*;s‘thé-responsibility of members
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of cooperatives who act through their elected representatives.
IDEOLOGICAL, SATTING OF COOPERATIVE MANAGEMENT:

“Te Although the operational aspects of management of cooperatives may be

akin o those of business in private and public sectors, 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
gooperation. To quote ¥M.D, Vidwans in Cooperative Law in 1ndia, “Gooperatiop
hag twin elementz. The first is humon and social while the second is eco-
nomic"”, This means -that in cooperatives the economic contents have to be
subgervient to human and social conbtents, In other words the gains of
business enterprisé will not get concentirated at the level of invegtor of
capital ag it happens in private sector, but get equitably distributed among
the members irrespéctive of differences in their socic-economic status. :

8e - The principles of cooperation enunciated by the International Cogﬁefa-
tive Alliance provide the ideological framework of cooperative business,

The management practices followed by cooperatives reflect such ideological
framework. The following chavt mentions the coielation between cooyerafive

ideals and their business practices:

rinciples of cooperation ' Monagement Proctices
1) Open and Voluntary : Provisions in Act, Rules and Bye~Laws
Membership have been made for the purpose. No

cooperative can refuse membership to

any person on the congideration of

caste, crced, religion or politics.'.
ii) Democeratic control a) One member one Vote;

v) Elected Management

¢) General Bedy is suprenme,

1i1) Bquitable distributien | Provisions regarding Patronage Dividend
-of surplus, _ or Paironage Bonus, : B
iv) Limited Interest on a) Maxcimum llmlt for purchase of share
- capital ) per member.

b) Limited interest on capital,
v} Coopeperative Education Specific amount out of surplus ecarned -

by the cooperatives is allocated for

creation of education fund,
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vi) Cooperation snong co- _ It isteflected in horizontal and
operatives, ' verticle integration among cooperatives.

For example integration between credit
and marketing cooperatives; between
producers' and Consumers! cooperativess
and effective business integration
among constituent units of federsel
sbructure in a particwlar ssctor of
cooperatidn.

ROLE OF THE STATE:

9. The degree of corelation between cooperative ideals and business prace

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 o
communist countries the cooperstive form of business is gradually beiﬁg .
uged to increase the control of state on mesns 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 coope
eratives rcach at the stage oflaelf-reliance. Valko i1llustrates this

process in the following words: _

"4seseoin underdeveloped countries Welfare cooperatives with a

maxitmm of State control may be BeCeSSArYossssessesoa8 the country develops,
so likewise should the_cooperativEs with the role of the statet decreasing

a8 the role of member increage. ?hus 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 scctors, the control of state oa
management of cooperatives is increasing day by day., This may not be
conducive for self reliant growth of cooperatives,

ARFAS OF MANAGINMENT: S
10, The important areas of-managemént ir any’ business enterprise, including

cooperatives, are personncl managepent; marketing mdhagement;'financial
menagertent; cormunication and procedures and public reiations. These areas
or seguents of management have emerged through a process of evolution and |
have been influenced by the ideclogical setting in which cooperatives are
functioning. It would be relevant here to briefly discuss them,
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(A) PERSONNEL m_‘@m
1., This aspect emerges out. of gtaffing function of nanagement and deals
with recruitment, tralnlng, placement and motivation of employees and
workers, Personnel Managemept is the most imporiant part of management as
it deals with the human resources which actually provides concrete shape
to the ides décisions of the elacted management for the achievement of
organisational goals. On the efficiency of personnel depends the efficiency
oﬁ entire business enterprise which, of ecourse, pre-supposes full undere
standing and confidence between clected management and executives, There
has to be identity views in these two wings of the managegent.
12, In cooperative sector there have been difficulties in the evolubion of
well defined persdnﬁel management policies, The subjective considerations,
whether at Goverrment level or cooperutive level, have had deeper influence
in this contexts Since movemont largely thrived on Government initiat%ve@
and assistance, the Govermment directed the personnel policies of the 2
‘cooperatives, More emphasis was given on deputation from Government in
cooperatives, This obstructed the process bf independent development of
managerial resources of cooperative, while the mwmber of employees in -
Cooperative Department of the Govermment swelled, |
13, The growing diversification and complexities in.cooperative business
called for development of personnei resources of cooperatives on their own,
This process has giﬁen rige to following trendsi- _ _
i) While evolving persomnel policies @ single cooperative soclety
- should not act in isolation. It has to function as part and
parcel of entire organisational structure. _
i1) The federal institutions should have more say in the formulation
of personnel policies

iii) For key posts 8p901a118ed cadres should be created at the level .

_ of federal institutions for the benefit of their constituent unitse.
14. 'In_order to give concrete shape to the personnel policies in cooperdtives,
of late, managerial cadres for various sectofs of thﬁ-cooperative novement
have been created. Legal provisions for creation of such cadres and for
gselection of Chief Executive of the provihcial and national level cooperative
federations have been incorporated in the Cooperative Societies Acts. These
provisidns contemplate that every cooperative imstitution should have defined
personnel management policiles and the federal bodies should have inereasing
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rdle in this direction, The selection comittees 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
mansgerial cadres in the sectors of credit, marketing and consumers -
cooperation have beca constityted in the country. However, the experiqnce'
. of the working of the cadres shows that on account of lack of coordination
ébeﬁween-the congtituent units and their federal institution'the systen
reflects constraints in ite operation. Therefore, the need is to create
necessary enviromment s0 as to-enable the system of managerisl cadres

work smoothly. Institutional understanding between the constituent units
and their federation is fequired to be created for the success of the
managerial cadres, This would call for suitable provisions in the c¢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. cODDw
erative institutions at various levels, C

B. MARKETING MANAGEMENT ‘

15, The problem of merkebing management is more acutely Ffaced by the

cooperatives operating in the mixed economy like ours. While the coop=—
eratives are expected to execute the policies of the govermment in an
efficient way, they are also expected to compete in the open market,
Obviously on account of weak Tinanocial structure they are not in a position
to compete in the market., Based on this criteria the policies pertaining
to marketing menagement in cooperatives may be evolved as lnderi-
a) The business cperations at the level of markéting cooperatives
should be directed in such a way as would not increase 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 sectoré. | ;
b) With a view to having large scale economics oub of the marketing
' process there should be effective businegs integration among various
units of organisational structure. For examble,'if the primary ag-
ricultural marketing society goes to the mariet on its own it may
not be in a position to compete with the well entrenched private
traders; but if it functions throvgh the federations it may be in a
_position to achieve better results. Same analogy holds good in respect
of other types of cooperative institutions. '

r
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¢) Since the cooperatives are cxpected to act as countervailing force
in the market and to assist the Govermment in bringing about -
stability, the government weed to give all support to the coope~
rative ingtitutions., This is also essential in view of the fact
\ that the benefits of the cooperative marketing accrue to the
weaker sections of the commnity who constitute the membership
of the cooperative institutions, | .
d) The public sector agencies, which are dealing in agriculture
« products for msintaining the public distribution system should
give prefereﬁée to the cooperative institutions,
o) There is also a need for effective horizonfal and verticle i
tegration among various types of cooperative institutions. Possi; "
'bi_li‘sies should be explored to establish effective coordination
between producers cooperatives and consumers cooperatives,
£) The cooperative institutions have to develop their distinct “Brand"
through the process of quality contrdl. For this purpose it is
essential that the timely tedhnical agsistance and guidance is
made available to the cooperatives. |
C. FPINANCIAT MANAGHEMENT:

16, The Cooperative institutions are business enterprises and therefore,

need finances which are raised through the contribution from the memberg
and the borrowings from financing egencies. The basic principle of -
Tinancial management in cooperatives is that the use of capital should

be for the soclomcconomic betterment of members and not for the capital

~ concentration as is in private sector. Prof, D,G. Karve in his speech
delivered at 23vd Congress of the Internationsl Cooperative Allisnce held
in Vienna in September 1966 suggested the folléﬁing norms for financial

mapagenént in the cooperative institutions.

I}

i) Cooperatives are users! organisation for mpual sgrvices. Hencé
any capital owned or employed by them ié only an instrument of production..
It has to be hired at its market value, Different types of borrowings
have appropriate rates of interest, Share capital, in so far as it is
used in the business of cooperative, would be entitled to its appropriate
rate of intefest,_though this would not preclude any society, from keeping
its share capital_at a low rate of intefest or paying’nq interest at all
on it, The only cooperative valud involved is thatfcapital in any form
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used by a'cooperative should not have a remuneration higher than an
appropriate rate of interesf; and that where unéqual shares are held,
the right of participation in the control of the cooperative should not
be weighted in Ffavour of those who hold more shares,
ii) Onece it is made clear that capital iz not entitled to anything

more than interest, any surplus or saving which would emerge after due
provision is made for all cosh iteﬁs and for business reserves which

are parts of the balance sheety should be'returned to members in pro-

portion to the contribution which they may heve made towards its creation

by the business which they brought to the society. A cooperative cannct

make a net profit at the cost of its members, nor it can adopt an arrahge—

218

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 managee

ment in private sector unit and cooperative unit, However, on account q£ ;

compulsion of the situation the cooperatives are also dealing with the hon-

members and therefore, operating in the free market as any business unit

belonging to other sectors of the economys This has resulted inte an in-

crease in the financial requireménts 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 nob

~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 revolving

action is too slow or even "fro;enﬂ, when as a result of rapid expansion
‘the associations are "eating wp" the capitdl rather than paying it to
members as original planned, Therefore, a great mumber of old members
consider their equities as a "worthless" account on the books-and not
representing any or certain value to them", In other words judicious use
of!financial regources 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 financlal resources. |

D. COMMUNICATION, PROCEDURES AND PUBLIC RETLATIONS:

1, Communication is an impor%ant partfof the process of. managenent,
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Through_thié process various segments of management in the cooperative
ingtitutions are well knit in unision for the achievément or organisational.
goals, Unfortunately since Indian cooperatives originised and developed

at the Government's initiative the system of commmnication and various
pfocedures adopted by them was influenced. by the Governmental policy and
machinéry. 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
themselves to the requirements of new asitustion have suffered avoidable

set backs", _

19, Communication in cooperative institutions is a multi~directional process:;
on which Gepends their successful worlding. There has to be communi,cation =
between the members and the Board of Managementj Board and Executives;
Cooperative Institutliong and the Goverrment General Public & Cooperative
Institutions and vicewversa. Ln viéw of this, effective and simplified
ways and means have t¢ be found out for maintaining continﬁous flow of
communication among various segments o% cooperative management and the
allied agencies, Closely related With the process of communication is the
provlem of mainienance of good public relaiions, a key factor for building
'up goodwill.of ary institution. In big cooperaiive enterprises an.indepen=
dent department knrown as public relations department is created. Since

the institutional frame work of cooperatives is federal ore, the main
burden of effecting public relationa lies on the higher tiers of.the'structure.
The objective of the public relations is not bnly to project a betfer

image of the enterpriss but alsg te imbibe the faith of general public in
cooperative ideology. Many a times wrong iwpression is created by the
press which is owned by the private seqﬁpr capitalists, Thereforey the
cooperative movement has to evolve its own system of press and publicity. -
The ideological federations like the sta%e cooperative wrons 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 deeisions'of business enterpriée will not
create future public opinion, demands and policies that threaten. the
enterprise, its freedom and its economie succesa“
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MANAGIMENT DEVELORMSNT: CRUX OF THE PROBLIEM:

20, The concept of managenent development visualises effective arrange-
mentg for proper training and educatipn of all those who are agsociated
with the cooperative institutions directly or indirectly, BPBasically it
is a process of the development of hginan resources and the leadership
which are the important limbs of cooperative management, One of the
cardiﬁal principles of cooperative ofganisation is the prineciple of coopw
erative education which envisages contimuous arrangements of training and
éducation within the cooperative movement, The National Cooperative Union
of India through its comprehensive training frame work comprising of one
National Institufe Of'Cobperative Management, 14 cooperative tralning
college for middle level executives and.67 cooperative training centres for
Jundor personnel and one National Centre for Cooperative Education has been
striving hard to achieve the objoctives of management developmepnt programmés M
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 structure for training and education of the coopera-
Sive personnel and leadership. Evefy apex level federstion should have man
power planning cell at its level for umdertaking the following taskss=
i) "Po asgess the present and future managerial-requirements,
ii) To prepare list according to priority,
1ii) To secure effective coordination in the various areas of managerial

~ trader requirements and | |
iv) To maintain contimuous follow up and evaluabion prograimies,"
21, The Review Committee apﬁointed by NCUI had obgerved thet the conscilous
leadership and efficient executives will be core deciding factors for the
~ success of cooperative movement in the country., In this context the commi t-
tee recommended for effective inter-cooperative relationship which would,
in long run, be ipstrumental in the management dévelopment programues for
the cooperative mévement. - Po guote frdm the background papers on geherﬂl
approach to cooperative movenent submittgd to 6th Indiad Cooperative Congress,
"The leaders of cooperative enterprises will have to recoghise that training
has to be a continuous process through out the career of cooperative employees
and development plang for cooperative enberprises 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 training
facilities and their further reorientation fdr the dynamic changa" s
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RELEVANCE OF MODERN MANAGEMENT TC COOFPERATIVES

1. Management which was considered to be an art based on
experience has now developed into a science based on systema-
tised body of 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, coopew~
ratives can no longer remain impervious to the developments ta-
king place all around and content themselves with anachoristic
methods of management, Fox, 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 bee~
nefits of efficiency, of adequate financing, of larger scale
purchasing and selling and of mass production with the ultimate
objective of serving the séciety. 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 enterprie-
ses and not if they remain static and economically nonviable
institutions, Again, their growth depends upon comﬁetent
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 growih in the recent rast, It has an agogregate worke
ing capital of Rs, 7,695 crores and an annual turnover of

Ra 6,000 crores, Yet we have today as néﬁy as a lakh of coop=
eratives, Whlch are not economically viable in the sphere of
agr1cu1tura1 ‘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 W th social justice and financial participation of
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state in cooperatives to accelerate the pace of their growth,
If today the govermment 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 cooperaw
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 prxoportion to the quality of management they
ﬁave. This has amply been demonstrated by experience., For the
attainment of growth, codperative 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-ordinae
tion and as good in public relations and projection of image

as managements in competing businegses but also serve as a leae
der of the community to effectively fulfill their objectives,

5. - Admitted by these are tasks beyond the competence of
the committees/boaxds of management comprising at best of lay
managers, The committee of'management no doubt ig the source
of authority for laying down policies to serve as guides to cone
sistent decisions in recurring situations but certainly not the
arthority 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 achieveﬁéqt of the objectives,

6. " The foremost task of the manager lies in choosihg and

directing the personnel for the achievement of the business obe
jectives viz, service, efficiency and economy, In a going con=-
cern first attention needs be given to the men and women almeady
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om the payroll and the fullex 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 majoxr factors that contribute to poor turnover, Em~
ployees need to be screened from time to time to institute cor=
rective measures, Building & successfulteam of supporting tae-
lent calls for ability to motivate the workforce, Motivation

is what makes a person to do what he does, Persons do not act
because of their knowledge and skill, Sound salary administrae=.
tion and personnel policy which provides for transfer and pro=
motional opportunities to the employees go & long way in motie
vating., Besides, the manager as leader of the workfoxce ﬁas to
promoté a sense of participation among the employees in the
processes of decision making,

7w 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 question
is not one of unemployment in our country but dearth of emplo-
yable persons., Persons who lack a sense of commitment to -theix
role do more harm than good to the cooperatives. 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 mémberso UGood marketing is not just meant

to sell goods at any cost, but to avoid ever capitalisation with
fixed assets, and to minimise the use of ‘working capital, with
the aid of good demand foracasting and goed stock planningt,

' Marketing has direct relevance to larger outflow of surplus

farm products in the form of food~grains and industrial raw
materials; and highex inflor of farm inputs and consumer goods to
absorb rising farm incomes.
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Q. Fortunately we have in our country a net work of produ=-
cerst! organisations in the cooperative sector which handles
agricultural commodities worth around Rs . 1,200 crores annuale
ly and a net work of outlets for distribution of consumer

goods whose annual turnover is of the order of over B, 700
crores., Thelr present k vel 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 Pian, they will handle agricultural produce worth

Fse 1,900 crores and the urban consumer cooperatives will dis=-
tribute goods of a value of B, 600 crores, The developments
envisaged and the recent policy decision taken by the796§ernment
 to assign a permanent place to cooperatives in the public dis-
tribution system pose a challenge to the cooperatives, To dise
charge this responsibility efficiently the facilities in coope=
ratives must be as good and attractive as in competising busie -
ness both fxom 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'dompete wi th .
private business without adequate finance, There must be

enough capital for inventory, facilities and expansion and sufe
ficient working capital for month to month operations, Three
sources are open to cooperatives for obtaining the finance they
needs (1) capital from members including government; (2) capie=
tal from savings; and (3) borrowings,

11. A systematic effort has to be made to improve the capi-
tal from members. A variety of innovations have to be thought
of to motivate members to capitalise theix savings from year
to_?ear, depending upon the nature of the transactions with
them, Convertion of dividends and patronage refunds into capi=-
tal has been in yogque in WesStexrn countries, This can be adop-
ted here also, | ' '
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1z, Cooperatives have to exercise restraint in frittering
away their sﬁrpluses_on nonw-gssentials, 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, without 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 govermment, 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 teamm=spi2it and motivating
higher pexformance 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 peztaining'to
employee benefits and employee rewards.to motivate them to work
for the achievements of the objéctives. There is a tendency
among managenment to keep decisions of, board and managers see
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 parf of the organisation and how the management aims

' at“making'it.stroﬁger_and greater with their help. The anz-

-
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lysis made by managers of effects of changing economic cqndie
tions etc, on the society will motivate them to think, Then
they can be expected to do fhings 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 fae

cilities, House magazines in bigg2r organisations and gpegular
meetings of staff committees have been used with astounding

success in some of the cooperatively advanced countries,

17 It is equally impoxtant to maintain the lines of commue
nication with the members and patrons, Just as custome:S'satié-
faction is vital for operatijons, policies and management decie
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 institue
tion as well,

18, The one area which gets least importance from cooperaw
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 gor=
rect information or by concealing adverse facts will easily be
destroyed by remours and disclosure of true facts, Deeds howe
soever good, by themselves do not contribute to image buildind.
They are open to misunderstanding if not peinted ocut and it is
difficult to change the attitude of the public when once formed,
Therefoxe, -a dynamic public relations programme is of utmost
importance,

19, The object of public_relatioﬁs«is to create favourable -
attitude in public mind towards cooperativess 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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20, The importance of public relations cannot be overw
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 tarnish their fair name and imageae

21 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 growfh and progress which is enw
visaged, '

abkba 066 I“..
Jcmx ‘
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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 was 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 uisparities and malpractices
make the marketing of Agri-produce a complicated process, The Royal Cormmission
on Agriculture in 1928 referred to these malpractices a “Nothing less than
theft' while the A1l India Rural Credit Survey Committee (1954) remarked
as foliows 31~

‘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 essentisl adjunet of Agriculturel Credit,
Consequent upon the implementation of the integratéﬁ scheme of rural credit,
concernted efforts are being made for the development of Cooperative
marketing, processing warshousing and storage of Agricultural produce in
the country,
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CONCEPT OF MARKETING
Before proceeding into detailed discusslons about the need,

importance and role of Cooperative marketing, it will be better to
consider tand understand the clear concept of marketing,

 According to Peter F,Drucker, *Marketing is the distinguishing
the unique function of the business, A business 1s set apart from all
other human organisations, by the fact that it markets a product or a
service -~ Any organiéatian 1n which marketing is elther absent or
incidental is not a business and should never be run as if it were one",

The Americsn Marketing Assoclation defines:- Marketing as "the

performance business activities that direct the flow of goods and services
from producers to consumers or users!, :

~ This includes - advertising, warshousing, transport and marketing
Regearch 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 soclety',
This was further expanded by Prof, Malcom M,C,Nair to “the creation and
delivery of standard of living', A4ccording to Council of Institute of
Marketing (UK) ‘the menagement function which organises and directs all those
‘activities involved in assessing and converting customer's purchasing power
into offective demand for & specific product or servics and in moving the
same 10 consumer or user sSo as to achieve profit target or other objectiveas
set by a company".
The following five activities stend most vital ones cristalysing the
concept of Marketing :- '
i) Distribution of goods and services concept
i1) Delivery of & standard of living concept
111) Oreation of utility concept '
iv) Generation of revenue approach
v) ' System approach:- Marketing can be viewed as a social system
ereated by soclety for the purpose of furnishing it with its desired standard
of living-goods and services, '
The Four ‘P's in Marketing:-~ ‘
The marketing mansger‘s job / (function)

1) - is to ensure that the Product is designed to meot the needs of
customers and prospects,

3
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‘1)

2) is Priced right in terms of the customers msnagements aimed at

3) is prometsd by adequate advertising ~ sales promotion and personnel
gelling to create 1nterest and desire for the product among the

_ customers,

4) _ and in Ph;:ica3lz dlstrlbuted to make it available to the cusiomers

end prospects at convenient places through adequate channels of

distribution and the provision of appropriate warehcusing and

transport facilities, ' :

The mcern concept of marketing is based on two fundemental views :

1) that the company” s nolicies and operatiors should be Customer-~oriented.
2) that tho geal of tne organization should be profitablé sales,

It i2 further recognised that funstions such as production-Marketing
and Finance are inter-deperndent and should all be coordinated in relation to
marketing or bo customer~oriented, Thiz is referred to as "Total Markﬂting
Concept®,

2. MARKETTNG TS EIDF TN MAMAGRMTWIL _

In the present Indian context the role of marketing has been
impaired and becows evon s&ver:ly comstricted, owning to o heavily protected
and sheltered market, Tu these condiiicas, marketing naturally takes a back
seat and efficient organ:sa; on of production sssumes first importance.
However, efficiency in production is also liable to be undermined when the
gput of competition iz biunted ard resuscitation of the stimulus.of
competition, and theroby of the role of marketing thus bocomes an important

objective of the oversll management of the economy,

2,1 Of late, self-reliance has come to be accopted as a cerdinal tenet

of-national policy, the target of zero net aid by the end of the Fifth Plan
has receded, perhaps a little far. £nd accepiance of seif-reliance even |
as a proximate geoal has importaat implicalsns for the rels of marketing iﬁ

the management alike of *the individual unit end of th§fecon0my.

2,11, A notable develeopment in marketing management is'tha distinet shift
of the marketing cornespt awey from sslliding what you have toward supplying
what the market or the consumer end user demand, as a creative management
function, geared to zssessment of comsumer necds and their fulfilment. The
concept is breadened 4o anconrass organisétion of research and development,
coordinated anplicaticn of predustive resources and direction of total
effort for reaching maximim benefits to the end-users of products and

£ el o
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2,IITI In marketing Management today, products, prices, sales and return

to the enterprise engaged 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 organisetion,
sales promotion, costing and budgeting of marketing effort and measurement of
results on the basis of internal data and market resesrch. The marketing
Manager, then, must acquaint himself with the essentials of mansgement of

the enterprise as a_whole. Marketing thus stands at the heart of ¥he
management function,

2. IV Among the problems which form the core of the marketing function..
itself, in its modern concept which treets the consumer as king and accepts
custoner orientation as basic marketing philosophy, one of the foremost is-
merket 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 programmues
mst be adapted to the new challenges of change, which can be met by
corresponding innovations in these sectors, The pricing problem ia another
important aspect of marketing, and approach to it way be considered in terms
of various bases, ' '

2,¥  One of the aspeots of our national economy which stands out is
that the economy has tended to be enmeshed in 2 complex of administrative
controls and regulations, each of which was introduced and is supposedly
continually adepted in furtherance of a specific policy objective or
objectives - either economic or soclal, 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 con%ribution to
economic policy formulation in a critical sector,
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3. THE GROWTH AXD TEVELOPMENT OF MARKETING COOPERATIVES

In our country with the commercialisation of égriculture, problems.
of marketing of agricultural problems of marketing of agricultural produce
have also cropped up, It was realised that the whole prograrmmes for
increasing agricultural production would be jeopardised unless supported by
a sene 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 Merketing has been assignéd a crucial role.

Fronm the experience of many foreign countries it was found that Cooperative
Marketing 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 fﬁe N
latter without adversely affecting the former, Besides, it also cantemplafad
arranging supplies of farm reguisites, providing farm guidance and services
thus helping technological improvements in agrieculture, Further developmant'
of COOperative Marketing ias found essehtial for large-scale expansion of
credit and its recovery from sales of agricultural produce. Thus in our
country'Gooperative Marketing has been assigned an important role in the
integrated progromme of Oooperative'Development.

3,11 With all these aspirations and expectations, organised attempis
have been made in our country, especially since 1955 onwerds, to provide
the necessary infrastructure to the Co-op, Marketing system to enable it
to achieve these objectives. '

3.I1T Cooperative Marketing structure in the country as at the end of

June. 1970 comprised the National Agricultural Cooperative Marketing Federation
(NAFED), 27 State marketing federations, 160 central or regional marketing
societies and 3,184 primary marketing societies, ©f the last, 2685 éocieties
were orgonized on territorial basis for dealing in various commodities and

499 societies were special ones dealing in single commodities like cottonm,

arecamit, coconut, tabacco, ste,

3.IV Total sales'of agricultural produce by the marketing socleties were

" of Re,372,6 crores of which about 37 per cent were of foodgrains end 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 awong different states.

3,V They devoted increasing attention to inter-state trade in
agricultural produce, This quantum of the business as c¢n 30 June 1970
was of the order of Rs,66.6 crores,

3.VI  The total number of state federations inm the country as st the
end of June 1970 was 27 with a membership of 7,211 comprising 2,671
marketing societies, 3256 other types.of socleties and 1,284 growers

or nominal mewbers, 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 3,184 at the end

of June 1970, Of these 2685 were general purpose societies constituting

84 per cent of the total primery marketing societies, The general as well
as the speclalized commodity marketing societies at all levels advanced
production and processing loans and alse 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 aocieties together had recovered total loans of
Rs.43.1 crores during 1969-70,

4, PROGRESS AND PROBLEMS OF MARKWIING COOPERATIVES

4,1 The progress and problems relating to organisation and structure

and various opérations of the marketing cooperatives were reviewed by _
the Conference of Registrars and State Ministers of Cooperation inm 1971, The
need for a speedy action to revitalise the weak and inactive societies was
enphasised by all concerned, It was, therefore, urged,that higher provisions
for rovitalisation programmes should be made in the State Plans,

4,11 In order to increase the effective coverage by the marketing coopera-
tives and improve their share capital base, it was suggested that membership
of socleties should be expanded by admitting liberally individuasl agricultural
growers as members, besides other agriculfural societies in the area of their

operations,
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4, IIT  FROFESSTONALISATION OF MANAGEMENT

In order to achieve greater efficiency, it was necessary to see
that groater attention to administrative arrangements in cooperative
marketing and processing socleties is given.' This could be done by
expeditious 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,
Fxpeditlous steps should be taken to select primary marketlng socleties
for advaneing production credit in the areas of weak agricultural credit
societies, In case it was reguired, necessary action might be taken by
the State Governments for providing legislative support as regards the
implementation of the schemes for common cadres in the marketing cooperatives.
at various stages,

SEEQTAL ATTENTION TO WEAKER SECTION

4, IV Since long it has been felt that gradually the marketing socleties
should accelerate their activities in respect of outright purchases from
individual growers particularly smail/ﬁerginel 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 Gooperat:.ve Development Corporatien has agreed to contribute to
the Price Fluctuation Funds of Societies to the extent of 2 per cent of the
velue of agricultural produce purchased by them on outright basis.

LINK-UP WITH CONSUMERS' COOPERATIVES
4,V For some time past it was felt that sffective linking between the
marketing cooperatives with coneemers"cooperetives 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
Ministers® Conference, " '

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 the produce,
persvade these cooperatives to obtain their requirements, as far as possible,
~ from the marketing cooperatives,
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5, NEW_HORIZONS TN COOFERATIVE MARKETING

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 commnity has acquired a fund of
experience passed on from generation to generation and has a well-equipped
sygtem of trade connecticns spread all over the country, The trading
corminity has also developed a system of marketing intelligance of |

ite own. '

5, IT The age-old bond of affinity that it has developed with the rural
community, therefore, is itself a great hindrance for the dévelopment of
“cooperative marketing, The cooperative system it is feared, mway not

always able to satisfy the varylng needs of the cultivator as promptly =~
as the merchant does and, therefore the farmer almaya feels that it would
be unwise to sever his ties with the merchant,

SPECIALISED MARKETING SOCIETIES

5.ITT Bvery commodity hes its own individual system of merketing

involving specialisaticn. If a State produces three or fou.r commodities,
would it be possible for one apax marketlng society to handle the trade

in all the commodities officiently., The marketing organisation mist be in a
position to lay out a plan for what is to be grown and how mach-of it is

‘to be grown. The standardisation of produce is one of the prerequisites

of efficient marketing, | |

6. MAIN FEATURES OF THE SCHIME _

6,1 T would at this stage, like to specify the primary objectives
with which we bave introduced the cotton monopoly schemse, The scheme
seecks to achieve principally, the following obJectivesy

i} To ensure a fair and remmerative price to cotton growers
in the State, 1t

11) To effect additional transfers of incomes tb the cotton

growers by eliminating middlemen and securing in full the
advantage of terminal prices,

111) to bring about a stability in the grower's incomes and
" %thereby bring about stability and growth in the overall
production of cotton in the state, _

iv) to supply scientifically graded quality cotton to the
consumer mmlls
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v) Finally to revitalise the rural economy by establishing a close
connection between the various processes comnected with cotton.,
viz, ginning and pressing, oil-geeds crushing, spinning and
weaving so that all the workers connected with the growth and
use of cotton share equally the advantages of larger income,

6.IT1  The scheme as it is operated at present, involves moro than 12 lakh -
cultivators in the State, There are about 235 procurement stations and collection
centres where cotton is purchased and no cultivator is required to trave)
more than 20 lkms, from his home to tender cotton, The cotton so procured

is processed in about 400 gimning and pressing factories of which more than
25% are in the cooperative sector, Nearly 166 Taluks State Purchase

Unions and 115 APMCS are involved in this gigantie 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.ITT The final sale value of cotton-seed and the full pressed bales
(nearly 11,5 lakh bales), was about Rs,175 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 pfocessing and establishment charges, In other words the
grower" s share in the consumer's rupee was 88.5. paise,

7. SOCIALISATION OF TRAIE
7.1 The increasing emphasis in our economic planning in recent

years on socialisation of trade, particularly in agricultural comodities,
has opened up new viastas for cooperative marketing societies, The
performance of the marketing cooperatives im handling the cotton trade in
Gujarath and more recently, though under the monopely 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. 11 In prineciple, there would appear to be great potential for
development of Cooperative marketing. What is needed is adequate
mopiliaation of resources of men, money and material end their fruitful
utilisation_for promotion of business on most efficient lines to subserve
the interests of the community of members at large.

7.I1I1 This can only be achieved through efficient and effective
Management of Marketing Cooperatives.

g e s s . -



240

ASTAIN CONFEREINCE ON COOPERAT IVZ MAN CEMZ NI
PRILIPPINE VILLAGRE HOTEL, DECEMZER 1 -~ 6, 1975
MANILA, PHILIPPIMES

FINAMNCIAL MAFMLGEMENT OF COOPERATIVE BANKS &ND1
AGCRICULTURAL CKEDIT CCCPERATIVE SCCIETIES

by

Shri Bapurao Desmukh_2

il

1, Paper presented at the Asian Conferehfce on Cooperative
Management held in Manila, Philippines, Decembex 1 ~ 6, 1975,
2, Vice~Chairman, Maharashtxa State Coop. Bank, Inc,,
Bombay, :



241

A PAPER ON THE FINANCIAL, MANAGEMENT OF COOPERATIVE
BANKS & AGRICULTURE CREDIT COOPERATIVE SOCIETIES

by

Bapurad Deshmukh
- Vice Chairman,
Maharashtra State Cooperative Bank Limited
Bonmbay,

1, INTRODUCTION

India is predominantly an agricultural country and main
characteristic features of Indian'agriéu_lture has been a pi'e-dominance
of smaell holding and subsistance farms, The imdebtedness of the "
cul tivators aggrevated the problem of agricultural producticn, The
Cooperative Movement; commenced in this country in the beginning of the
20th century, for the purpose of overcomirg the problem of 1ndebbedness.
During the pre-independence period emphasis was on Cooperative Credit
Societies, After the independence and especially after the beginning
of the era of planned sconomic development, persuing the recomendatioi_ls
of All India Rural Credit Survey Gommittee the Cooperative Movement
derveloped in an integrated mahner In a present paper, an effort is
made to review the facets of financisal nmanasgement of agricultural
cooperative credit societies amd coopera.t:l.ve banks providipg short
and mediun-term loans,

1.2 The cooperative credit structure fou short-term credit is a
three tier federal one with State Cooperative Bank at apex level in
each State, the cemtral cooperative banks at district level and
primary ‘agricultural credit cooperatives at primary level. Thers are
also credit societies of the mon-agricultural type, '

2, 00141, QgIEGTIVE
2.1 The cooperative institutions, while providing the services have to

serve the social objective aml social purpose forms ‘the backbone of
every cooperative institution and activity. The Cooperative Banker .
has to play the developmen'bal role, The Banking Principles are also to
be kept in view for safeguarding the interest of depositors, This forms -
the crux of b_usiness in financial Management of Coop.Banking, .This
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problem could be discussed in two broad heads:

i) Resource Mobilization
ii) Utilization of Resources,

3.1 RESQURCE MOBILIZATION .

The sources of the funds for Cooperative Bankers are mainly
two viz 1) Owned funds ii) borrowings, The shave capital contributed
by the members (inciuding the contribution from the State Government;
armd various reserves crsated out of profits cenatitute the. owned furnds,
vhile the deposits from cooperative institutions and imiiwlriduals
ard loans borrowed from Reserve Bank of India, and other other
institutions constitute the borrowings.

3.2 = Ouned funds are the chief and stable source of ralsing of
funds, Such funds are very useful for earning profits, The cooperative
banks have to see that the owned. funds from their point of view, The
principle of linking the borrowings from bank to the share-holding of
the borrowing institution for the purpose of increasing capital of
borrowing institution, The profit appropriation as per statute provide
‘for plough back of profit for capital generation. Steady rate of
increase in owned funds and reserves also help- for increasing
borrowing power of the cooperative banks,

3.3 In the function of resource mobilisation, an important

aspect is regarding deposit mobilization, Deposit mobilization is the
important function of banker, The Deposit mobilization is a function

. of three factors - quality and range o.f services, branch network and
rate of return. The performance of cooperative banks in Maharashtra is
quite outstanding, As on 30th June, 1973, the State and Central
Cooperative Banks in Maharasshtra had mbﬂized“ﬁﬁ and 60 per cent at
their total working funds through deposits as against the corresponding
Al1-India percentage as on (30.6.72, of 45 per cent to State
cooperative banks and 43 per cent for district central cooperative banks,
In Maharashtra, the cooperative banks could succeed due to branch
expansion programe,' and wide range of banldng sérvices. Evan though,
the performance is satisfactory, the scope for mobilizing still more
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deposits exists very much, Recently the scheme of linking the deposit
mobilizing of cooperative banks, with their borrowings from

Reserve Bank of India demands deposit mobilization, to achieve the
self-reliance,

4.1 UTILIZATION OF RESQURCES:

The two main avenues for the employment of funds are
i) investment in securities ii) Advahce.s of various types to the
cooperative institutions, The Cooperative Banker has to observe
the heserve Bank conditions about the cash reserve and liguid asse‘bs
imposed under Banking Regu.lation Act, .

4.2 With a view to be in position to meet the demands from

depositors if and when they arise, the Act requires that the banks

 should maintain resources equal to atleast 28% (includimg 3% Cash

Reserves of its liabilities) in readily realizable form i,e, liquid assets,.
The 1iquid resources mostly in Covernment und approved securities earn
relatively lower returns in comparison with the return on advances.

The Banker has, therefore, to strike an optimum balance between

1iquidity and profitability, Excess liquidity reduces the profitability,
while its shortage exposes the bank to the great risk of crash of -
public confidence,

4.3 _ After keeping a.deQuate liquidity the aveilable resources are
to be utilized in advance in the most profitable mammer, In this
respect, we must rcalise a basic handicap of cooperative banks (viz)-
the responsibility to finance the risky business of sgricultural |
production, '

5. Another aspect of profitability relates to the lending and
borrowing rates, The borrow:.ng rates on deposi'bs are also on loans
from the Reserve Bank of India are almost fixed, so that the banker
has very little freedom for skillful management of borrowing rates,
He gets comparatively lower margin on agricultural loans than non-
agricultural, Efforts must, therefore, be made to fecurs maximum
reimbu.rﬂsement against agricultural finance and to utilise as much of
the internal resources (i.e. capital, reserves and deposits, as
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possible in nop-agricultural business likémarketing, processing,
industrial, consumers etc. which earns higher interest.

6.1 As regards primary level, the problem of financial mansgement
assumes very much importance in the sense that, the majority of the
primary agricultural cooperative credit societies are not viable,
Further, they are manaqu by the growp secreturies at most of the places,
They are yot to become soumd finapeial institutions to attract deposits
from members and non-members, Their cperational efficiency needs to
avgmented to enable them to shoulder the grester reﬁpohsibilities,

The financial decisions are taken by Office-bearers and implemented by
personnel, Thus success of financial management is linked uzth_personnel
managenent

7. PROBLEMS AND DIFFICULTIES - OVERSEAS

One of the major problem facing the Cooperative Credit Movément in
India is regarding the re-organisation of the primary credit society,
deposit mobilisation by cooperatlve banks and operational difficulties
of the credit institutions, Besides above the cooperative credit .
institutions are not evenly developed in all areas and there are regional
imbglances, The primary credit coopérative societies are not viable, The
above all, one of the major problem of the cooperatives for last 3—4 years
is concerning the overdues, To this problem, the facters responsible are
both internal factors uonnected with the borrowers and the external
factors like natural calamities etc. The efforts are being mede to
rehabilitete the defaulters and measures for recovery ars belng made

8. FESSION, TION OF MANAGEMENT

From the above discussions one can conclude that the Financial
Management is a specialised function and expert persons who ars well
trained and professionally experienced are essential to take and
{mplement decisions, From this point of view the personnel planming in
the financial areas is to be made, This will help to develop the
‘financial institutions in the cooperative credit structure,

g8 /2475
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PERSONNEL, MANAGEMENT

by

B,M. Deshmukh
Yice Chairman, '
Maharashtra State Coop Bank Ltd.,

Bombay,
INTRODUCT IO
1. For managing the business of any organisation, the

personnel is very important. 211 the business is conducted

by the persons, The results are also mostly dependent upon

the perfomance of the personnel. In the following paragraphs,
ak attempt is made to review the Personnel Management ip
Cooperative sector, ' -

2.COOFERATIVE SECTOR

The Cooperative Movement has touched all the facets
of the life of the people. oOn the functional basis, the
cooperatives are categorigad as Credit, Marketing, Consumers,
Industrial, Housing, Farming cte. The structure of the Coop,
Movement is also evolved on three tier basis. At the primary
level, there are primary Coopearative societies. At the
district level, there are central organisations. At the
state levei, there are apex Cooperative ingtitutions, National
level ingtitutions are also formed in almost all the sectors
of CooperaBive Movement, ' |
3. PERSONNEL &T PRIMARY LEVEL

The Personnel Management in the Cooperative sector is
to be viewed at various levels. The primary organisations have
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 imppove their
business. The Central level organisations are expected to
play the role of balancing factor in between the apex_leﬁel
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 1/3rd of

the agricultural cooperative credit societies in India do
not have full time paid secretary, some of the institutions
have part time secretaries, This meflects the inadecuacy

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 primafyf
cooperative credit societies are not viabkle to cover the
expenditure of the office, staff etc, How the problem is
of meking the cooperative institutions viable either by
amalgamation or by increasing their memberghip and turnover,
The efforts in India particularly in Msharashtra are being
made to make these institutiong/societies viable.

4, CRDERISATION .

| tnder the scheme of caderisation, secretaries/
managers of the primary agriculturai credit cooperative__
societies are appointed and their secrvices are governed
as per the rules of caderisation and supervision societies,

5. PERSONNEL LT DISTRICT LEVEL

Lt the district level, the District Central Coqperative
Banks are functioning for the purpose of providing short and
medium temm Credit to the cultivators through primary
societies, The scheme for providing short tem and medium
term finance by the District Central Coop. Banks to be
effective in implementing, needs, the efficlient and training
personnel, From this point of view, the personnel at the
District level is very important,

-
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6. PERS ONNEL PLANN ING

The pereonnel 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. POOL OF PERSOMNEL

Now the time has come to think about the creation of
pool of trained, competent and experienced managerial
pefsonnel ‘80 that the needed district Central CQoperative
Banks and Urban Cooperative Banks s.uld be provided with the
requisite personnel for the urban cooperative banks. This
is = pressing need, particularly for urban cooperative banks,

8, RECRUITMENT POLICY ALND PROCEDURE

The District level organisations are expected to 1ay
down the detailed procedures for recruitment of the gensonnel
so that the staff of the good quality could be recruited.
Lt the time of recruitment, ¢tjective tests should be taken
to ensure to the persons of right quality.

9, INDUCTION TRAINING

- nfter the recruitment every organisation should make
an arrangement for the induction training to the newly '
recruited persons, For this purpose, the cooperative
training colleges should be assigned training programmes.

10, STiFF DEVEIQPMENT .
It has become necessary for the growing organiaations'
to develop their personnel for enabling them to shoulder. '
responsibility and perform their jobs efficiently. For this
purposge, the treaining programmes in the various functiohal
areas such as, Banker-Customer relationship, Inepectioh and

I

Bank laws can be proved very useful, _;_g;d. 3 _;Q
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11, WiGES AND S&I.E.RIES

- The performance of the personnel mostly depepa upon
their pay-scales and the allowances they are paid, Naturally
the pay-scales are determined, keeping in view the market -
rates, rates prescribed by the law, Relevancy with the
job-evaluation and job performance and the cost of living index
is also kept in view, Since the wages are to be covered from
out of profits, the cooperatives institutions are unable to pay
the wages and salaries at increased rates. It is observed that .
a few institutions are paying at attractive rates, To solve
this problem satisfactorily, it is necessary that the
cooperative drgahisations have to augment their business turn-
over and increase their pfofitability so that they can employ
the quality staff at the higher rates, prevailing in the market.

12, 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 Banks have already started providing
incentives to their staff,

13. ROLE OF THE BOLRD OF DIRECTORS IN PERSONNEL MANAGEMENT

For the purpose of tsking decisions in the various areas
of'the-Personnel Management, the Board of Directors have to
play significent role especially in the metters of recruitments,
promotions of their persons., Here they should be convinced
that ultimately the success of organisation 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 improving the quality of the persons,
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14, ROLE OF THE REGISTR&R OF COQPERATIVE 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 quelifications znd conditions of the
service etc, Some times the Registrar of the Cooperative
Societies has also say on the lManagement's recruitment policy.
Besides the Regiétrar of Cooperative societies, apex level
cooperative organisations should also consider to provide
the guidance'regarding the personnel to the affiliated
societies, This practice is being followsd in Meharashtra State
with regard to Credit structure. -

15. PERSOHNEL ON DEPUTLTIOM

It has become a practice of the [roperative Department
to provide their officer to work as a senior personnel in the
important categories of the cooperative institutions., sSuch
deputationists remain in tﬁe_cooperative ingtitutions for
about 3 to 5 years, afterwerds they ars repatriated to the
department. nfter the repatriation of the departmental officer,
the vacuum is crezted. In order to'over come this difficulty,
a pool of seninr officers should be maintained by the apex .
level organisation to provide the stzff for theaffiliated
ingtitutionsg,

16, INFLUENCE ON THE PERSONNEL MiNZGEMENT PRACTICES

The Personnel Management practicss ip an organisation
are influenced by a sct 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 situaticn in the market
 iv) the nature of competition, and

" v) cultural and social norms of behaviour in the
community.
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The interna; environmental factors which influenced
the Personnel Management practices are listed as :

1) the role, competence and ihtegrity of the
management

2) the working conditions

3) the quantificd = objectives before the
employees . ;

4) the organisational planning _

3) the operational procedures end methods.

The ;ast point is of cruci significance,

17. RCLE OF THE EMPIOYEES' UNION

In past, the trade unions had no role to play infi
cooperative organisations, Now, with increase in size of
organizations'and number of employees, the trade unions have
been formed in banking and other ccoperative organisations,
In Maharashtra state, in the spex institutions, represen-
tatives of the erployees are taken on Board of Directors
through their Unions. The' Unions have to play positive role
for raising the productivity, morale of the workers and for
establishing effective channel for communication in between
management and employees,

18, LHBOUR LEGISLATION

The various acts like, Payment of Wages ict, Bonus
ACt, Trade Union kct, etc, are applicable to the Coqperativeg.
some times the disputes are cropped up, It should however be
stressed that in the interest of Yoth Management and enployees,
the Aisputes should be settled either by negotiations or by
arb;ﬁfation. '

19, CONCLUSION | "

The personnel forms the core of Management of any
organisation. iZmongst the resources of the business, two
resources, namely by Management and persohnel are organic,
and hence, in upkeeping the standard of both the success of
an institution is ensured. o -

st ¢ ks -

gs
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COMMUN ICATION ZND PROCEDURE

“ . by
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Bombay.

INTRODUCTION

1. The Cooperative lMovement consists of three tier
structure as viz. apex, central and primary. The membership
of apex and district level organizations consists of societies,
The primary societies have individual membership,

2, POLICTES AND PROGRAMMES

The policy is designed in a process at state level by
Apex level organization in collaboration with Cooperative
Department, as per the directives of State Government, In
financial institutions of Cooperative Movement, the Reserve
Bank of India is also involved. The programmes are finalised
by district level organizations in consultation with the apex
level organization and Coopec rative Department, There is
continuous and close communication between the district level
organisations and apex institution and Cooperative Department,
This is effected due to the meaningful dialogue in the 'meetings
planned periodically. The visit of the officers also help for
clearing the concepts of district level organizutions¢

3

3. IMPLEMENTATION OF PROGRAIME

The schemes/programmes are to be implemented in the
field, The primary level institutions/societies serve the
members. The policies and programmes are to be made known
to the societies and members by the concerned district level

organisation,
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4, OBJECT OF COMMUNICATION B -

For the effective organization of’ the programmes,
the cooperators at society level and committee members are
to be made aware about the implication of the programmes,
Lwareness may not be created by mailing the policy and
programme circular to the primary societieg, The matter
of policy and programme is to be discussed with the
Chairman and the Committee members of the societies and
their commitment obtained,

5. EDUCATION LMD COMMUNICLTION

In almogt all the countries, and in India also
vMember rducation Programme" 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 member education should work in
¢close collaboration with husiness organizations, Thus, when
monopolistic scheme of Cotton Procurement was implemented,
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
agspects of scheme; This is zlso true in case of the Programme
of =small farmers development 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 |
organizations, '

6. PROGRAMME AND PROCEDURE NECESSLRY

FPor communicating the policy and the details of the
programmes and soliciting the involvement of members, it
is necessary, especially fo: District level organizations

to draw up the detailed prdgramme and procedure for the
purpose, The Directors of the institutions and the officials
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of District level institutions have to concentrate to _
carry the programme, Some of the institutions in Maharaghtra '
State have already started efforts in this Girection. and
they are holding camps of a2 few societies at a centrally
situated village/town to the society people. Such type of
procedure should be followed by others and continuity of
efforts should@ be ensured,

7. THE FROBLEM OF COMMUNICALTION

The Credit forms the core of chperative Movement and
District Central Cooperative Banks grant credit to the
Societies and in turn the societies provide credit to tho
members, The resources of Central Cooperative banks are
employed in this business, sSince the pigtrict Central Coop.
Banks have to perform the banking businegs, the function of
deposit mobilization occupies priority. In this context, it
is very necessary that the piscrict Centrezl Cooperative banks
should have close cohtacts with members of the societies. In
practice, effective contacts zre not visualigsed, On the
contrary, the nationalised commercial banks, which are now
directly financing the cultivators, are in a positionm
to maintain direct .“fective contacts with them., These
contacts are helpful in meny ways in Banking business.
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The Cooperative performance in the mixed eoonany  is predominant
as well as encouraging. The Cooperative sector has developed 1ts
network of 3.25 lsakhs of cooperatives with Rs 725 crores of share
capital spread from villege to National level. It serves 5.80 crores |
of people, the anmal turnover of Gooperative business is to the
tuon of Rg. €000 crores. Inspite of this achievement the oooperatives
in Indiz have to function side by side with Private and Public sector
organisations, under the policy directives from Govemnept agencies,
The movement has also to face competition with formidatle _éitezpriaes
in other sectors and to maintain its democratic and autonomous
character, False propoganda by vested interest and unheal thy
criticism against cooperatives try to sheke the faith of people in
éooperat.ive approach. In this frame-work and background ‘the need
and improtance of public relations occuples significent relevanee.
Anj neglegence of this-imports..nt area could spoil not.only the image

of Gobperation but also endsnger its future development.

PUBLICG RELATIONS: MEANING AND IMPORTANCE

The concept of Public relations must first of all be cleared
before we analyse ite significance in Cooperatives. Defined by
the Institute of Public Relations it 1i.s*' the deliberate, planned
and susteined effort to establish maintdin understanding between
an organisation and its " publiec ", It is essentially concemed with
the tus inegs of éomunication -~ the communication of idess, from

those offering goods and 'services to their most likely customers,

Broadly spesking, Publiec relations is planned persussive

exmmunication desirned to influance aioniPiaant nukl 4a. -
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It 18 not just.being pleasant er friendly te pécple mak.ing them fgel
at eage, although these are important features of Public Relabions.
It is something more than advertising ard propoganda. Public |
relations may be described as an art of making our cooperative
organisations liked and respected by members, employees, custome rs
and péoldle at large. It evaluates Public atbitudes, identifies |
policies and procedures of an organisation with public intere{st

end executes an action-progrsmme to get public understanding end accepi-

ance.

The Cooperati}e sector in the country hes entered in slnost
al)l fields of humen 1ife and as such reached to an sdult age to be
recognised as a singlé largest sector in our mixed economy. The
grovwing complexity in the modem: business and industry calls for
imnediate attention for effective communication channels. There is
increasiné presure of modem means' of communication on one hand
and wide range of large membership on another hand with all problems
of understanding and attention. The organisational strmicture that
ie bﬁil't. up at various levels has become oomplicaied whafe it has
made harder job for Public Relation Officer to gain peoples attention
and as sued he hes to devise several solul‘c,i:ans elegc more careful
selection of audlances with whieh t communicate and more skillfully
prepar.ed communication and greater identification of communication

with the existing interest of the audiances., In the same context

there iz the laes of two-way communication, Again people do not get
proper opportunity to express themselves. This poses a problem before

the Public Relation Officer in order to secure human GCooperation.
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There are instances which show failure of certain good schemes
of public interest for want of effective Public relations. Since
public is the emprehensive temm, the Purbl iv relations officer must
think almost al‘ﬁays in terms of smalll, more specific public drawn
out of the general mass. A pubtlic is drawn together by definite
interest in certain areas and has definite opinions on matters within
these areas. This 1ole needs to be identified with proper perspective

‘and objective in order to have effective Public Relations,

THE Qi-ALLANQEING JOB =
Sines cooperatives are coming in constant ontacts with its

counter parts organisation in Private and Public sector, these |

geens increasing swareness to recognise the importanee of the job

of Publie Relat.ions Officers. Thelcooperative vantures that have

gained preminance over the last one deamde have felt the need to

appoint tllleir public relations Officers to lock after various jobs

and activities of Public Relations, Cooperative Suéar Factories,
Sﬁinning Mills, Marketing and Consumers Federations, Fertiliser and
Dairy plants, Rice Mills, and other Fedsral bodies havé t.gken

special cére _t.o appoint Public relations 0fficers in order to speelalise
tbe .jobs in_the con_ﬁext of changing time and situations. It is,
however, very difficult to give job description of these public
relation Officers, as it veries from one organisation to another,
Generally, it is found that tﬁe publ i¢ relation Officer’s job is
concemed with duties to maintain clear understanding about the
poligies and objectives in the minds of Public within and without
the ordanisation, Since the GQOpei-ative managément is, answerable,
and accountable to Government and Society at large including its

members and employees as well , the job of Pubtlic Relation Officers
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orucial and challsnging to a great extent. At this stage, it would
be helpful to define the dubies and to identify thepublic’ to which
the Public Relation Officer is comcemed, the most.

The puliic in this conbext may be classified into intemsl
and externsl public. Inten%al publics are those who are directly
comnected with Cooperative orgenisationsuch as mem“bers, employees,
- workers, investers, deslers, customers, suppliers etcs while,
external publics consist of people who are not ccnnect.ed guch as
Government, pressmen, other officisls who may or may not have interest

in the particular organisaﬁion‘

RMS ME PUEL APEIONS
Sinc.e, the concept of Public Relation is most compreﬁenés ive
and wide one, the Publ ic Relation Department has to undertake various
and almoct all activities whish concern to Public from within and
without th-e orgaenisation, Th:ls department naturally must have access
to thenecessary skills and judgement to perfomm inany‘ complax duties

which comprise:-

i) Advertising media of all kinds,

i1)  Printing, Publiocations and publicity.
iii) Press-relations and relations with Govemment Iagencies:
iv) Ezxhibitions, conferences and meetings.

v) Staff/member relations and communications .

The above foms and méd’ia of Public relations and the eomplex
duties assigned to the Public Relation Départ;ment is again to be
judged in terms of cost a.nd benefits rendered, What costs more or
less and benefits the organisation gets are the basle questions, the
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4 fter sll vhat constitubes predominantly is the aim and objective of
the organisation and its eapability to achieve the same. It is
evendetly the vital task of cocperatives to maintain cooperative
spirit and idealogy before its owh people and public at large to gain
.their faith in Cooperation and to safeguard the true image of Cooperation.
"hat requires most in this direction is to frame sound policy in relation _
to all ﬁattem regarding Public Relationg and to execute the same
with dynamic zeal for its effecti?en}assg
MODERN_APPROACH :

At the present juncture, the Cooperative sector is sharing
majoxr &cﬂecmwic respons ibflities ﬁowanis the wegker sections
of the community. Wew policiss, programmes and schemes for the
betterment of wesker sections are being implemented through oooperatives«:

 The success of these schemes mostly depends upon the quality of public
relations which needsto be revitalised and developed in right direction.

Cottan Monepoly S&zeme, Employment Gurantee Scheme, Schemes
of MFAL/SFD and all such other schemes and ether programme of rural
devel opment requ.ire speciai considerations énd attentions to deﬂlnrelop
Public Relation, In all thegse developments we have to build up new
lines of cqmunicﬁtionsc Since ours is a form of Economic danocracjrc
The present time demands that the persons who functiom as member
represeﬂtatives, employees and board members understand and develop
the right formg of democratic contacts., through internal as well

ag Fxtemal relations. .
1

In India there exists a three.tier syétem and federsl structure
in almost a1l the states and this structurs is further well linked up
at National level. This well built-in process of structurel freme
work provides goad opportunitsr .to strengthen Public Relationg cml

proper lines,
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Federal bodies at 8ll the levels the fpex societies, State unions,

and National Pederation form an effective channel for two-way communication

The interlinks betwsen members-representatives boards, sub-
committees, staff eommittees, general body meetings should funetion
effectively to provide opportunity to all connected with the day-to-
day workipg sand decision making process to develop democratic
character to strengthen Pﬁblic Relations in terms of Members staff

relations.

It also requires the federal bodies and the State Co-c:.pe:.-ative
Unions to look after the member education pﬁgmme and also to
work as spokemen for £he orderly development of Cooperative sector.
What we fix‘ét of all need is more meetings and conferences and more
rsychologieal and dooratié way of freating the members/staff groups.
The role of employees who sh;:auld be involved mors through participation
in decision making and its imolementation. There aye no doubt, the
politieal and bureaucratic influences in the management however
the board-members must see that all actions are taken on prineiples
of serving all members equall.y wiﬁh the interest of the Society- on

the basis of genersl principles of Cooperation,

In the context of present juncture the cooperatives have to
poerfom their fesponsibility in building up National economy with
partisul er emphasis upon mrél-reoonstmcfimc In the words of
Mrs. Indira Gandhi, the Prime Minister of India,“Just as we develope
a common denominator or political commitment to racial equal ity, so should
we now address ourselves tc; the issue of economic unequality and
generate momentum for coope:bative action, Pagt concepts and

agsump tions cannot meet the challanges of our new epoch’.
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Public Relations in the modern woxld has become a necessity
fer Cooperatives and as such cafe is to be takeh to thild up good
imanage of Goéperation.c It is time the Cowperatives undérstand the
importen%:e of Public Relation in the menagement ¢f business so that
they are able to overcome their problemg and difficulties as a elso
improve the eomfidence of the people and employees about the ..

organisation. In totality, what is built up is Ccoperative image.

cferdecrcrye

s/ 12111975
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COOPERATIVE MARKETING IN INDIA
ITS PROBLEMS AND PECSPECTE

The Coopeiative 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, prbcessing and supply of in=
puts, distribution of consumer goods in urban and rural areas,
animal husbandry and fisheries, small industry, rural electri=
fication, urban.tﬁrift and credit, housing, transport, insue
rance, construction labour and other vocaticns of the smalif
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 R, 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 plane=
ning, The technological breakthrough in agricultural produc=-
tion sought o be achieved through new sirategies of develop~
ment has made heavy demands on cooperative Sredit institutions,
both for key inputs like fertilisers, seeds and pesticides and
investment in credit for agricultural operations, machinery,
mninor irrigation works and'other land improvement measures of
‘& long term nature, The total agriéultural credit disbursed
by 160,000 cooperative credit institutions, exceeded over
R, 10,000 million during the year 1973-74, The Cooperatives
distributed over 60% of the chemical fertifisgrs'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 197374,
' Among the processing cooperatives, cooperative sugar factories
are notable for the success achieQed by them and are manufac-
turing about 40 per cent of the total production of sugar in

-

+
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fhe country, Other agricultural production societies include
cooperative farming societies (about 9,500}, Cooperative Irrie
gation Societies (about 4,000), Dairy Cooperatives (over
13,000)  and Fisherments 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 manufa¢~
tured in India, The Indian Farmers! Fertiliser Cooperatibef
has made a total investment of Rs, 1,000 million 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«Chemicals has also been established re=-
cently and is expected to go into pfoduction by the end of
1976,

4, A Cooperative movement of such massive dimensions, -
dperating 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 Govermment of the country in the post-indepen-
dence era, The vast problems thrown up by the Codperative ;
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 ine- |
fluences, were capable of solution only with initial State
-help, Besides, the Government's financial support was indise
penable for a Cooperative movement,that relies for its meme
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 contrxol, support and
guidance, of the State, o | '
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5. "Much headway has been made in the field of Coopera«
tive Marketing of agricultural produce in a developing countyy
like India, but the experieénces in the field of Marketing by
Cooperatives in other consumer goods is limited. This paper,
therefore, analyses the factors favourable in Marketing of cone-
sumer goods and the factors that retard its progress, The
Marketing wiil 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 statad at the outset that
the basic marketing principles involved in marketing any come
modity are the same,

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 impore
tant role in developing countries as they are mostly based on
agrarian'economy. Earlier, in the absenée of any organisae
tion of agricultural producers, they were being exploited by
middlemen whe made profits at the cost of both producérs and
consumer§. 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

ogain and freedom from exploitation,

8+, In India, the need of cooperative mé&keting was felt
due to ﬁalpractices prevailing in buying.and sefiing.of &grie
culturallproduce. The producers were not getting their due
shares They were forced to sell their produce at throw=away
prices due to inadequate facilities of finance, agricultural
inputs, storage, transportation, colé storage facilities a nd
due to faulty marketing techniques, 1In view of this, an in-
tegrated programme of cooperative“maxketing 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 Maxrketing Federation to which are affiliated

21 State Marketing Federatioys and above 3,300 primary markete
ing societies, There are also Siate Marketing Federations
functioning for special commodities. Cooperative Marketing SYSw
tem in India includeé processing societies also viz,, fruits
and veaetables processing societies, rice mills, sugar facto-
ries, cotton ginning, processing units, dairing etcs 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, They aré collectively selw
ling produce of theirrMembeté to fetch best available market-
rates and reduce malpractice. Outright purchases by the co-
opexrative marketing societies are negligible as the agency
business is more secured and without much involvement, Coope=
erative marketing societies also purchase on behalf of the
Govermment organizations, They are having their go-dd&ns 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 advamce money for pledge
ing their produce with the societies, Apex cooperative markete:
ing organisations are engaged in inter~state purchase and dise f
tribution of agricultural produce through primary and dise
trict level societies, The desired degree of success could
not be achieved yet due to various problems erh as inade~
quate finance, storage capacity, low margins, lébk of proper
market intelligence, lack of suitable field staff and hanagen.
rial personnel, The magnitude of the task is enormous for a
deveioping country which need skills at all levels,
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Factors Rpsponsible for Slow Growth

10, Some of the factors responsible for the slow pro-
gress im cooperative marketing structume and functioning are: =

JThile setting up of cooperative marketing structure, it
was emphasised that there should be effective linking
between credit and merketing societies. Whereas, cre=
dit societies will supply the funds, marketing societies
will make ﬁecessary recoveries from their members, As
a consequence, cooperative marketing scoeieties are fa=
cing problems of inadeqdate finance and working capital,
in the absence of which it is difficult to make outright

purchases of agricultural produce on one side.and disw
tribution of agricultural inputs on the other,

~Zoopexrative marketing siocieties have not yet been &ble
to reack 2 11 the villages where 60 to 70 per cent gf
total produce is sold to the privafe trade in the‘field
itself due to the debtor-creditor relations that exise
ted earlier between cultivators and purchasers, lack of
adequate road links with the markets, ignorance of mare
"keting practices and ready money, Further, the offices
of the cooperative marketing societies are functfi.oning
in market centres but have no adequafe machinery to pure
chase in the villages,

«Many coeperatives like to function as commission agénts
to avoid trading risk involved in outright purbhases.
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 tc 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'markéting
agricultural produce. '

i,

-Some cooperative marketing societies are manned by non=
 professionals who use societies as platforms for pure
pose other than pure marketing, Agricultural cultivae
tors~cum~traders are having some hold in these sociew
ties who are not much interested to buy and sell to co=
operatives, More often, cooperative ﬁarketing_socie-
ties have tb-depend'on private trade for pufchése and
disposal due to unorganised trade links at the seconda-

Iy or terminal market.

~ The weakness is also with regard to individual society
buying an ad-hoc basisj members! personal interest and
lack of marketing expertise in the field of consumer

' cooperative marketing, They suffer from lack of finanw
ces and financial managemént. Some times, they keep
their capital idle and do not buy when.the season is
on, or when the prices &re competitive,

Remedies to Gear up Progress ’
11, Mény steps have alrxeady been taken for speedy
growth of the cooperative marketing societies such as 3

aVested interests and several tiers in the cooperative
marketing are gradually being eliminated, -

~Cooperative marketing societies are being assisted to
build up strong share capital of their dwnh to carry on
their transactions successfully, Margin ﬁoney.is be-
ing provided, Morc share money from their members and
assistance from other institutions is extended because
it is felt that due to poor working capital, hany.pri-
mafy cooperative societies have become unviable units,
‘Marketing society should naturally have a minimum turne
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over to be 2 viable unit and to be effective,

~Closer contacts with the consumer and the producer so-
cieties are established, Consumexrs cooperatives serve
as outlets for cooperative mark=ting societies and the
transactions.are in mutual interxest of the consumer and
the producer. '

~Storage capacifies are being created for cooperative
markating societies, More godowns and cold storages
are being constructed to cope with growing‘neéd with
the help of State and Central Warehousing Corporations,

-For efficient functioning of cooperative marketing Sow
cieties, it has been emphasised that Directors of these
societies should lay down broad policies and princie
ples. They should refrain from interfering in daye=to=
day purchases of the society. The firofessional mana=
gers are being made responsible for successful operae
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 prow
blems with regard tc finance and other allied diffie
culties, With the help of adequate credit fecilities,
it will be possible to make outright purchases, Thué,
there will be manifold increase in the turnover of
marketing societies, |

=The National Coopetative Development Corporation has
introduced a scheme for-providing financifal assistance
to National Agricultural Cocperative 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 agricultuxal commodities,

=Foxr the successful functioning of cooperative marketw
ing societies; trained ekberienced.managers and field.
staff are being recruited in larger numbers. On-the~
joeb 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 are gradually being replaced by profeséional
managers and cooperative service cadres are being creas
ted. ' '

Coordination in Cooperative Marketing

12, National Agricultural Cooperative Marketing Federa-
tion ~ an apex orgonicatiosn of cooperative marketing societies
at a national level and National :Cooperative Consumers' Fede~
ration - an apex organisation of consumer coopetatives at the
national level are strengthening the infra-structure and
‘streamlining the functions of cooperative marketing societies,
In the light of ocur new 20~Point Economic Programme, the' res-
ponsibility of apex crganisations has substantially increased
in case of procurement of agricultural produce, distribution
of fertilisexs, insecticides and pesticides and othex agrié
cultural 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 Agri-
cultural Cooperatlve Marketlng Federation and National Cooperan
‘tive Consumers! Federation are mutually evolvlﬁg 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 middlement.

13, Members are being properly educated aml told about
the cooperative principles and made known that even the pro-

J’
i
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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,

t

: 14, New Economic Programme alsc lay special stress on
iiquidation of rural indebtedness and prxovision of land to
landless labourers. For this prupose, credit and consumer
cooperatives are being stréngthened s0 as to help the small
farmers in providing credit for purchase of improved varieties
of sceds, fertilisers and other agricultural inputs, Rural
indebtedness is being reduced, Baunks are being opened in lare

ger numbers to render marketing'crediﬁ in rural areas,

15, Recently, steps have been taken tc set up managee
iial cadres recruiting management trainees, construction of
regional warchouses, processing units and arxrangements for
supply of adequate credit which should go 2 long way in
strengthening cooperative nmarketing 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 operetions will have to.
be done from a service angle utilising Modern Management prac-
~tices by Professional Managers for effective marketiﬁg. Mo-
dern scientific and technoleogial advances already used in this
field including use of COmmercial-intelligence and information
services will have to be adopted. The consumer S;ores, Super
Markets, Wholesale and Retail Stores have tremendous power
and infrastructure. They can get their rééuirements jointly
through pooled purchases. The advantageS'fhat occur to them
could be passed on tc 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
attentkon, There would always ren&in conflicting interests.
because the producer cooperatives would ask for higher prices
to protect the interests o% their members, Processing cooperae
tives WOuld.like to buy cohsumer goods &t cheaper rates and
sale at higherlrates 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 cone
flict with the private trade aé the cooperatives arelaccounta-
ble and could not use all the mechanism available to the pri=
vate trade., The cooperatives have primarily a service motivé_
and could not indulge into profit making and exploitation.
They would, howéver, need profit to build up the marketing
structure for cooperative development., The social profit is -
for social goeod, There-ié anothér conflict as to the aspect
of govermment aid being taken by the cooperatives and, if so,
at what stages wi thout sacrificing its autonomy. Can coops,
stand on its own legs from its early start? A scheme has been
formulated for linking of the activities of consumer 5001etles
with those of cooperﬂtlve marketlng and processing soc1etles
with a view to balancing the interests of the producers and the
consume rs, <The scheme envisages closer relationship between
different kinds of cooperative sccieties; representation on
each other'!s management, and effective coordiriation between
their activities to their mutual beﬁefits. It has been stressed
that consumer cooperatives should procure their requirementsj
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
Coofierative 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 pecple, Each has a complementary role to play, and

the common cobjective of the good of the people, pursued with
mutual'understandiné and consideration, becomes easier of ate
tainment, Cooperative marketing is uot a charity but is & Ser-
vice, Its performance will be judged cn its efficiency and

gffectiveness and how economically it serves its members,

19, Among conflicts, a via-media will have to be found
because even cooperatives would have to function within the
over=all-frame-woxk of national policy and parameters and cane .
not be effective otherwise, The field of cooperative conguﬁér
marketing is new and challenging and eoffers many solutions as
it raises many problems amd conflicts, Thexre is no doubf; 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 Cocperative Consumers' Federation - Structure

20, The cooperative structure im the field of consumer
 cooperatives has 2 base and po{entiality with its own eight
branches and affiliated State Federations which form a distri-
bution net work all over the country with 14 State ngeratidﬁs
as its membersj 400 wholesale consumer societies, 2,050 bran-
chesj 130 Department Stores and 13,000 prfmary consumer SoO=
cieties together with 4.4 million families as its members,
Perhaps, no other agency could have such a gigantic set up on
countrywide basis, If consumexr 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 middlem&n 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 cohvinced that
he is protected and he is getting the goods at the right time
of right quality.,at fairly reasonable price, If the<:0n5ume?-
confidence is maintained, there is no doubt that the Coopera-
tive Marketing in cnsumer goods can be an effectiwe instru=-
ment of socic~economic revolution brimging considerable re-~ -
lief to the consumer - to which sector we all belonge 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', “

----000-—--
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NATIONAL COOPERATIVE CONSUMERS’ FEDERATION LIMITED

25, RING ROAD, LAJPAT NAGAR-IV, NEW DELHI-110024
Cabis : “KONFED"” - Phones : 624521, 825436, 619948, 624492, 79307

' : N.C.C.F. is the apex organization of Consurners’ BRANCHES
Cooperative in the country. As spokesman of

i the Consumer Cooperative Movement it is Bombay : 710-711, Prasad Chambers, 7th Floor,

h making every possible endesvour to facilitate the Swadesi Mills Compound, Behind Roxy

! p . : Cinema, Bombay-4. Maharashtra.
il working of Consumers’ Coaperative Societies and Phone - 365553356440

to improve their operational and managerial Cabie : COOPFED, Telex: 3763

efficisncy. Ith he support and confidence
toncy. 1t has won the suppor Madras : United Commarcial Bartk Building.

of all consumers’ Cooperatives in the country. No. 13-16, Thambu Chetty Strest,
. gth Flt:mré 5N2‘Iggrag—1,0'léagn7ﬂl Nadu.
I hone ; 2
i STRUCTURE Talax : 041-459.
- Gauhati : Bonikanta Kakati Road, Ulubari,
NCCF Gauhati-7. Assam
Phons: 5943, Cable : KONFED
l - Calcutta : 27, Mirja Galib Street, Calcutta-16.
14 State Federations West Bengat.
of consumers’ coops. Phone : 245068, 242841
T Cable : NACOFED
Nagpur : 151, Small Factory Area, Bagad Gunj,
400 Wholesale Consumers’ Socs. Nagpur-8, Maharashtra. _
_ ' Phone : 42379, Cable : KONFED
l- A Hissar  : NCCF Dall Mill, D. N. College Road,
2050 Branches of Hissar, Haryana.
Wholesale Socs. 130 Department Phone : 2538, -Cable : KONFED
13000 Lrimary Cons. Stores Patna  : C/o Bihar State Federation of Wholesale
Consumers” Cooperative Ltd.,, In the
| Compound of Dr. R. Saran, Boring Read,
Patna, Bihar.
44 Lakhs Consumers families Phone : 24469
Ahmedabad: Mirzapyr, Ahmadabad, Gujarat;

| | OBJECTIVES

To help its members in deveioping business techniques and management methods;
To improve and increase their operational and managerial efficiency;

To promote the formation of cadres of employees for the member institutions and
arrange for their proper training:

To help the development of consumers cooperative movement in the country;

To establish trade connection with supplfars and manufacturers and arrange for the
procurement of consumer goods, if neceasary, io collaboration with other agencies;

To import and export consumer goods:

To secure from the Government and other sources regquisite facilities, assistance and
financial aid, both for itself and for its member institutions;

To coordinate the working of its member institutions;

To collect and diseminate necessary marketing intelligence for the benefit of its
member institutions and to undertake research work in conpection with the
consumers’ cooperative movement.




278

COOPERATIVE MARKETING IN INDIA=ITS
PROBLEMS AND PROSPECTS

Pregsented by

DR. M.S. PATEL
Managing Direcior
National Cooperative Consumers’ Federation Lid., New Delhi, India

ASIAN CONFERENCE ON COOPERATIVE MANAGEMENT

Manila, Philippines
1-4 December, 1975

Organised by

INTERNATIONAL COOPERATIVE ALLIANCE
Regional Office & Education Centre for South-East Asia
43, Friends Colony, New Delhi-14, INDIA

in collaboration with

The Advisory Board, Management and Central Cooperative Exchange Inc.,
Training Assistance Programme, - P.O. Box 1968

Manila, Philippines Manila, Philippines

Grains Marketing Cooperative and Filipino Cooperative Wholesale

of the Philippines. _ Society Inc.



PRINTED IN INDIA AT THE NATIONAL COQPERATIVE
PRINTING PRESS, NEW DELH)-110015. TELE : 587917



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 iadustry, 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 millioan.

2. The cooperative credit structure forms the back-bone of the agriculturai credit
system in India, and is an integrai part of the programmes of agricultural development and
planning. The technological breakthrough in agricuitural 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 pature. 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 socicties include cooperative farming societies
(about 9,500), Cooperative Irrigation Societies (aboutd,000), Dairy Cooperatwes (over I3 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 militon in its fertiliser plants which are in the various stages of construc-
tion and production. Another Jarge cooperative in the field of manufacturing of Petro-
Chemicals has also been established recently and is expected to go into productlon by the

end of 1976. . C oy

4. A Cooperative movement of such massive dimen_sioné;_ operating on a oountr'y_-.
wide scale and embracing diverse aspects of the economic and social life of the people, is the

3
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| 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 takea 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 comsumer 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 aimost all the
countries of the world. Cooperative Marketing has become an integral part of-the Coope-
rative Movement. Cooperative marketing soci¢ties play a very important role in developing
countries as they are mostly based on agrarian economy, Earlier, in the absence of any
organisation of agricultaral 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 seiling of agricultural produce. The producers were not getting their due
share. They were forced to seil 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 pianned and a cooperative marketing structure was built up at various levels.
Today, cooperative matketing structure consists of a National level Marketing Federation
to which are afliliaied 2] 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 socicties also viz., fruits and
vegetables processing societies, rice mijlls, 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 socicties also purchase on behalf of the Government organi-
sations. They are having their godowns in market centres where they keep the produce of

4



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 sujtable field staff
and managerial persopnel. The magnitude of the task is enormous for a developing country
" which need skilis at all levels.

Factors Responsible for Slow Growth

10. Some of the factors rgsponsible for the slow progress in cooperative marketing
- structure and functioning are :—

——While setting up of cooperative marketing structure, it was empbhasised 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 agricultural inputs on the other. _1

—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 itseif
due to the debfor-creditor relations that existed earlier between cultivators and
purchasers, lack of adequate road links with the markets, ignorance of inarketing
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 avatlable funds for such activities rather than for marketmg 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 societics 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 duc 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 ldle and do not buy when the season is
‘on, or when the prices are competitive,

5
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11, Many stops have already been taken for speedy growth of the cooperative market-
ing socisties such 88 :

-—Vesled interests and several tiers in the cooperative marketing are gradually bemg
eliminated.

—Cpoperative marketing societies are being assisted to build up . strong share capital
of their owa to cafry on their transactiops 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 2 minimum turnover 1o 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.

—S8torage 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 Warehounsing Corporations. .

—For efficient 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 gmdehnes given and member education programmes are being intensified.

—Effective links between credit and marketmg societies are being established as this
will solve major problems with regard to finance and other allied difficulties. With
the help of adequate credit facilities, it will be possible to make outright purchases,
Thus, there will be manifold increase in she 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 [osses
on outright purchases because of fluctnations 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. Ouon-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,

Coordination 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-

6



thening the infra-structure and streamlinipg the funetions of cogperative marketing societics.
In the light of our new 20-Point Econcomic Programme, the responsibility of apex organisg-
tions has substantially increased in case of procurement of agricultura) produce, distribution
of fertilisers, insecticides and pesticides and other agncultural inputs as well as consumes
goods of mass consumption. The entire distribution system is being geared up and servige
is being rendered to reduce distribution cost. National Agricultural Cooperative Matketing
Federation and Nationa)l 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. Merbers are being properly educated and told about the cooperative principles
and made known that even the profits earned by the cooperative societies are uitimately
ploughed back to the members by way of purchase rebate/dividend etec,

14. New Economic Programme also lay special stress on liquidation of rural indeb-
tedoess and provision of land to landless labourers, For this purpose, credit and consumer
cooperatives are being strengthened so as to help the small farmersin 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 rura! areas.

15. Recently, steps have been taken to set up managerial cadres recruiting manage-
ment trainees, construction of regional werehouses, processing units and arrangements for
~ supply of adequate credit which should go a long way in strengthening cooperative marketmg
and consumer cooperative structure. The question is—are they ade guate 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 effective marketing.
Modern scientific and technological advances already used in this field including use of com-
mercial intelligence and informatioh 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 thac occur to them could be passed on to the consumer in terms of reduced pnces,
rebates, timely services, home deliveries etc.

Conflicts

17. It may be mentioned that the field of Consumer Cooperative Marketing is &
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
eonsumer 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 accouatable and could not use all the mechanism available to
the private trade. The cooperatives have primarily a service motive and ¢ould not indulge
into profit making and exploitation, They would, howaver, 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

7
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from its early start? A scheme has been formulated for linking of the activities of consumer
socicties 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 coordipation 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 cooflicts 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
confiict 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 efficiency
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 probiems and conflicts, There js 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
maanagers, using the modern techaology and information and running it effectively and
efficiently with service as a motto within the cooperative principles. The outstanding
examples are provided by Cooperative dairies, ginneries and Sugar Mills.

National Cooperative Consumers’ 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 ail over the country with 14 State Federations as its members; 400 whelesale
consumer societies, 2,050 branches; 130 Department Stores and 13,000 primary comsumer
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 advaptages 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 wel! it will bring tremendous relief to the con-
sumer, The middieman who takes away cream of the profit both from the consumer and the
producer could be reduced, if not altogether eliminated. This covid only be done by real
good cooperative efforts and by competant managers. The consumer must be convinced
that he is protected and be 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 cooperative manager—efficient and effective manager—who can

_deliver the goods and therefore the central theme is **Cooperative Management”,
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MARKETING CONTRQL
by

Ob Yun & Kim in Sun
Seoul, Rep, of Korea

In the past years, particularly, after the 1950s, many newer
~ technigues and concepts in marketing have developed, Among others the
topics concerning msrketing plahning and strategies have been seriousily
studied, Such words as marketing systom and quantitatives techniques
in market.ing have become very popular in thess days,

In contrast to sueh popula.r areas in the s*budy of market.ing
merketing comtrol 1s one of the few areas, where marketing practitioners
paid relatively less attention, The study of marketing comtrol seems to
remain as one of the few neglected area in the study of marketing,

This paper is an attempt (1) to discuss the meaning and the
- scope of comtrol in genmeral; (2) to evaluate prevailing comtrol techmiques
which are practiced widely in business (3) to present an effective »
control system t be employed in a marketing division; and (4) to present
some useful idea in divising standard or & basis of control in marketing
operations, '

Meaning and scope of market.ing control;

Many practitioners deo define comtrol 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 comtrol
as & eynonym of direction, implementation, or even mansgement, Still
‘some others define control as a self-regulating process which plays the role
of detecting changes of enviromment, meking necessary adjustments and
holding behaviour within desired limits, Bach has certain merits to help
understand the pature of comtrol activities in marketing.

_ The control involves the activities and pmocesses which undertske
the task of adjusting curremt operations to achieve predetermined standards
or goals, Also, it involves pexrformance evaluation and other activities
which eventually lead to influence in future marketing policy and strategy,
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This concept emphasises the dynamic nature of control function of
business organisation, so that the scope of control should not be 1imited
to "ex-postt type of performance evaluation, Rather, it must include self-
regulatory mechanism or au-ﬁomatic control process which would provide
instantaneous corrective actions to assure given performance standards and
goals, Therefore, marketing control deal basically with two type of
management control for top marketing management and operational control
for middle marketing management, This distinction is made by the nature

of management and by the function performed in each level of managemenmt,

Review of prervailing marketing control techniques

In the past most of the existing marketing conceptions assumed sales
as marketing contwol, Moreover, it is merely sales analysis or galoes
'expenae analysis, Therefore, there was virtually no marketing control
which hag a dynamism and covers all phages of marketing activities,

As to sales analysis most marketing mansgors used sales as a
good indicator of their performance, For further analysis sales are often
classified by territory, by p'roduct, and by customer group, It may be true
that sales analysis provides reasonably good estimates as Yo who, what, whers,
and how the company sold its products during a given period, However, the
anélysis has a fow critical drawbaCL:s.' Pirst,a detail analysis may not
be aveilable until some extended time elapsed for data correction, hence
it would not effectively serve to take instantaneous corrective measures,
Second, sales data represent 'to identify the degree of individual
departmental contribution in marketing division,

To £ind the profitahility of seles ususlly a marketing diviston

undertakes & marketing and or distribution costs analysis, As an
advanced form of marketing cost analysis often l}funct:!.onal cost analysist is
employed, Marketing expenses are reclassified’by the fumctions in which the .
expenges incurred, so that the result of operat.ic;na nay be compared directly
‘with the budget figures in which the allocation was completed by the |
function of marketing sctivities, '

- Due to the nature of the analysis as vex-postr sales expenses analysis,
the uses of it are limited to expense control rather than marketing conirol, '
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-The enalysis is too detalled to be used for performance evaluation of an
individual department in a marketing division, Moreover, the analysis is not
appropriate for instantaneous c&n‘brol even in a sales department, It merely
serves to check how-much expenses incurred in selling after some
extended time of operation,

With such limitation of the uses and values of sales analysis and szales
coste analysis, some other effective way must be developed to control
marketing activities,

Marketing Control System:

To be effective control system of a marketing division it must be
composed of multiple sub-comtrol Syétems, |

Marketing control system for top management must be different from
the one for middle management, This means that each sub-system must develop
a st of control points which are composed of key factors relating the
separate marketing functions to the total marketing system., Hence, using
the definition of significant devietion for each control point, marketing
managers must initiate necessary corrective action,

Marketing control for top management is related mainly to performance
evaluation of merketing departments, and the effects of control declsions
may be left for some time in the future, To them speed of information in
terns of hours and days is practically never vital, On the other hard for
niddle management the task of control is closely related to current
operations, Therefore, instantaneous information on daily operations is
highly desirable to correct the course of current activities,

In the past top management tended to care less about the
establishment of an effective control system, In view of apparent .
necessity of establishing an effective marketdng control system for
the top management, systematic arrangement of the contfol process and
coni';rol polnts must be developed, The major areas of control to be
covered by the top management are listed as follows :

' 1, Marketing control that is related to performance evaluation
(a) Evaluation of marketing objectives and policies
(b) Evaluation of return on investment and pi‘oﬁtability
(¢) Bvaluation c;i‘ sales '
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(d) Evaluation of market. shars
- (¢} Bvaluation of market research
(£) BEvaluation of marketing {(mix) strategles

2, Control that is related to the examination of & marketing conmtrol
gysten, ' ' _

(a) Examination of prevailing sssumptions on marketing ard market

(o) Exemination of marketing planning process -

(c) Examination of marketing control stanlards

() Exsmination of the iﬁplementation process of marketing

operations,

For midcle management prompt feed-back of information and taking
necesgsary corrective ézctions are eritica]l factors for effective mavrketing -
control, As a prominent feature of operational control detail points are
established to detect significant deviations as soon as possible, These are
Tules or standards which are devised to prescribe the action that lesds to -
the most efficient and effective ways under a given set of circumstances,

Under this arrangement the personsl judgement of managers is kept at a
. miniouwm, so that he is able to exercise minor adjustment of specified
activities, '

In addition to this self-adjusting system in marketing control it
presents coordinative control system among marketing departments, The
primary purpose of establishing this control system is to check current
operation by other interrelated depertments, to exchange information
auong departments, and to take necessary corrective action by respective.
departments during a dwrrent period, Because of the need of such a '
cross~checking system, in most large organizations gach departmental
menesger inovitably spemds a large portion of hils time interacting
with other managers and through such lateral relatlonship prompt remedles
in each operational department will be made,

With these three sub-sya‘téms of marketing control it is expected
to achieve an effective control f\_mdtiozi of marketing as a whole. Since each

[PV ae
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subsystem is designed to exercise a unique function of control, by
clpa.r understanding of the tasks and appropriate by having procedwral
arrangepments the systen _muld become a wuseful tool for marketing control,

Setting Control Standards:

' The foregoing discussion presented sufficient evidenmce of tho
importance of establishing standards as the basis of control and measuring
peorfornance, Standardé are nothing but attainable goals under normsl
circmstances, so that as long as an organization at.tempts to set goals
to be achieved, standards must be provided as components of control,

Nevertheless, the selection and development of sound standards of marketing
operations would be one of a few critical phases of marketing control, . .
particularly, because to a large extent marketing control is rather a-
difficult area to quantify actual performa.nce into a meaningful basis of
evaluation, : :
According to the type of standards to be established for marketing
control, it may be divided into three categories; (1) setting critical points
a8 standards to initiate necessary adjustment for middle management, (2) setting
critical points as the basis of performance_ evaluation for top management,
and (3) setting the basis of desiguing control process to check planning -
anl control process itself, |

Statistical techniques have become & useful tool of setiing control
standards, The control chart has found its wide uses for performance evaluation,
By setting control limit a nanager would be easily alerted to take necessary
action whenever the actual performance exceeds from control limit,

The constructioh of marketing models has become very promising tqbl
of marketing control, Several models have been proposed primarily for
decision making in the domain of marketing plan.ning Multiple factor-breakwen
model, total simulation model, sales effort models that deal with
advertising, personal selling, merchandising, etc., have been developed
to be a basis of control at respective point, It is difficult to say that
these models are ready to be in use of merketing control either at top or
middle nanagement, Yot, with systematlo field experiments and with the
application of statist.ical a.na:l_ysis of related market variables, the design of
model urder variety of %rﬂiﬁon, would to certain exbent become feasible,
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Conclusions:

The discussion has been nade tc show the dynamiasn of marketing control
and the necessity of having effective marketing control system in an orga.nisa-
~tion, Depending on the level of managenent and nature of the task to
be performed the type of control must be differenciated, Tha.t is, for
top management control must be a na'bure of management’ control which is
related primarily to evaluate perfcmance and to formulate marketlng poli.cy
‘and strategy, .

- For niddle management control must be a nature of operational con'l:rol
which related primarily to adjust current operation whenever deviation occurs,
Tn addition to those sub-control systems there is increasing necessity of .
establishing %ord:mating control systen among interrelated departments.

- This system can be effectively used to check and assure over-all effect of

an individual operation,
To assure effectivensss o:E' control its standards must be developed,

- As the sppropriate standards or basis of control statlstical techniques ard
model building have provided an valuable insight to develop an integrative

narketing control system of widely varying content,

gs, 28X75
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FISHERIES COOPERATIVES MANAGEMENT
IN KOREA

I. Fisheries Cooperatives in Korea

1, History

The Central Federation of Fisheries Cooperatives was
established on April 1, 1962 under the provisions of Fisheries
Cooperatives lLaw promuigated on January 20, 1962 as Law No. 1013,
However, the history of fisheries cooperatives is quite long
in the process of reviewing the establishment and transtition
of the.now defunct fishéries organizations, the predecessar of
the present fisheries cooperatives.

The pathfinder of the modern fisheries cooperatives in
Korsa was the fisheries organization sstablished by thé
fishermen engaged in the setbing net fishing and seaweed
collecting residing in the southern island areas of Koje and
Hansan. The said organization has develope& into many shapes
after many changes, going with the current of the times and
improvement of the fisheries industry. The Central Federation

of Fisheries Cooperatives was established after much ~

-complications,



_2. Role and Function

The role of the Fiéheries Cooperatives in Korea is
characterized by the promotion of the economic and social
status of the fishermen, stréngthening the cooperative
organization of the fishermen and the manufacturers of fisheriés
products and the increase in fisheries production for the
purpose of ensuring the balanced development of national
éaonomy.

To Perform the fundamental duties, the Fisheries
Cooperatives in Korea initiates the following 20-odd projects
in the fields of five categories,such as Guidance, Assistance
- “in Production, fssistance in Marketing, Assistence in Funds;

and Assistance in Safe Fishing Operation.

i, Guidance

- The guidance service extended by the Fisheries
Cooperatives, the most important business of the projects
operated by the Fisheries Cooperatives contribute much to the.
fisheries productivity by means of extending the guidance
closely related to management to materialize the cooperative
idea and increase the earnings of the fishermen through
imbrovement'of thelir social participation. The project

includes educatidn’and training, management guidance, reseafch

.



and studies, public information, etc. The construction service
of new fishing comunities aimed at ihcreasing the earnings

of the fishermen is at presemt given priority.

4

- B, Assistance in Production
The activities of assistance in production are divided

into purchasing of cquipment and matgrialt needed for production
and utilization and processing and the obiects 1ie in timely
purchase of the materials of fisheries production and supply
the fishermen with them at low cost to curtail the fisheries
production expenses and utilizatibn of technique an® the
facilities to impreve the fisheries productivity.

The Procurement Service is characterized by purchase and
supply of tax-free fuel oil necessary to fishing operation,
fishing nets, ropes, bamboos, etc. and ‘extended to purchase
supply of the subsistence commodities on a gradual basis,

The Utilization and Processing Service consists.of the

operation of the facilities-of ice and refrigerant manufacturing
for the purpose of maintaining freshness of the fish, arj.d
storage as well as operation of utiligation facilities. ﬁue

to the active ubtilization of the fishermen, the sphere of the
services of Procurement and Utilization and Processing is

~expanded gradually.
-5 -



C. Assgistance in Circulatidn

The activities of assistance in circulation lie in.
contributing to development of the fisheries productivity and
protection of the flshermen's interests through promotion of
circulation of the fisheries products by means of the favorable
price fixing for the fishermen of ﬁhe fish, natural landing of
fish caught, evaluation of value, and smoothly implementing
the functich of dispersion. = The -ecategoriss -are divided-into
Common Procurement Service, the largest businesé done by the
Fisheries Cooperatives, Military Supply Service, Fisheries
Products Txport, and Fisheries Products Savings Service for
emeTgency. The Price Sustaining Project initiated beginning

1975 in Korea is characteristic,

D, Assistance’in Funds

The activities of assistance in funds lie in the timely
supplv of funﬁs necessarj to the production activities to .
enhance tﬁe profuction efficiency and contrihute to the
aeffective wtilization of tﬁe funds after absorbing the idle

funds into savings of the fishing communities.
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The Funds Assistance Service consists of loan,
savings, domestic exchange and foreign; loan. The Fisheries
Cooperatives, with concerted efforts, and all organizations
united together, strongly initiate the “(ne Trillion Savings
Campaign® to attain the gosl of one trillion won savings
campaign of the farming and fishing communities in order to
secure the neeessary economic resources for smooth supply of
fisheries management funds needed for the fishermen's producticn

activities.

E. Assistance in Safe Fishing Operation

As the most of the fisheries production activities
are performed on the sea, the restriction of surroundings and
danger are inevitable, Such being the case, the Safe Fishing
Operation Service is the most important public work done by the
Fisheries Cooperatives in that the unexpected disaster inflicted
on the lives and property of the fishermen should be prevented
and the losses therefrom must be compsnsated in order that the
fishermen may devote themselves to fishing activities. At
present, the three major projects of Mutual Insurance Service,
Fisherles Communications, and Fishing Guidance Service are in
operation. As a link in the chain of restoretion service; two

(2) mobile hospital ships are operated to extend medical treatment

free of
-7



L 808

charge to neglected fishermen on remote and deserted islands

without their medical faeilities.

3. Organization
The Fisheries Cooperatives in Korea consist of 86
Fisheries Cooperatives, 2 Fishery Manufacturer's Cocperatives
and the Central Federation of Fisheries Cooperatives. The
fisheries cooperative consist of 71 Regional Cooperatives and -
15 Business-type Cooperatives, The regional cooperatives is
the regional cooperative body composed of the fishermen
raesiding in the fixed area snd it is loecated at the district
along the coast and univuely functions the backbone of the
fisheries Cooper~tives in Korea, The business-type cooperatives
are composed >f the f{ishermen engaged in the specific fisheries
activities. The Central Federation of Fisheries Cooperatives
_ 1s the central cooperative body composed of Fisheries (ocpera-—
tives and Tishery Manufacturer's Cooperatives of which members
are the fishery manufacturers. The reason of establishing the
central cooperative body combining the respective cooperative
. -.bodies is because the individual cooperative body is unable
- to perform its duties smoothly because the business sphere is

‘very limited, and it is natural that organizing the central
P <



cooperative body is to successfully and favorably perform the
duties of cooperative activities by expanding the business
quantity. The Central Federation of Fisheries (Cooperatives haé
the provincial branches in 8 major cities for the purpose of
guidance and control of the member cooperatives and coordina-
tion of business between the c00perétives.

The number of members of the Fisheries Cooperatives and
the Fishery Manufacturer's Cooperatives reach 127, 807 persons
as of 1975, In particular, the Regional Cooperatives have
the fishing viilage "Kye" inder their command which occupy
the natural village as their.fishing districts. The fishing
village "Kyes" are in full swing as the foremost front organi-
zations aimed at promoting construction of New Fishing Commun i
ties and the number of the fishing village "Kyes¥ reach 1,641.

| The Fisheries Cooperatives in Korea has the Deliberate
Organ and the Executive Organ as a corporation. The supreme
deliberate organ of the fisheries cooperatives is the general
meeting, and the deliberate organ in terms of execution is
the board of directors. The president of the fisheries coope-
ratives acts as the executive and representative organ, and

the auditor acts as the supervisoy organ. In the metter of

- -



managing the organs of the Fisheries Cooperatives in Korea, the
voting right of the individual cocperative member is equal
according to the principle of the cooperative body, and each
member has only one (1) voting right despite the sum of money

invested by him/her,

L. Major Activities in 1974

The Central Federation of Fisheries Cooperatives set up
the major operation guidelines in 1974 aimed at improvement
of fisheries products circulation, increase in the eamings
of fisher‘men, increase of fishermen's savings and rationaliza-—
tion of fisheries funds, and tried to attain the goals of
management efficiency, expansion of restoration service for
the fishermen, and maintenance of fisheries funds system.

The scale of the total fund subplied and demanded did
reach 55,731 million won as of the end of 1974, an increase
of 11,598 million won compared with the previous year, and in
terms of the consolidated earnings and expenses 87 million won
appeared as the surplus, The total scale of funds executed
for business in 1974 amounts to 1,074 hundred million won, an
increase of 306 hundred million won compared with the sum of
768 hundred mitlion won last year.

- 10 -~
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The.major resulus emerged from the projects completed in
1974 are as follows: First, the all-out efforts were made
toward the establishment of civil éervice system for the
fishermen, and alleviation of fishermen's burden through curtail-
ment of the fisheries production coat, The training center
was newly set up as a education and training organization in
order to intensify the education and training. The restoration
service was expanded and 22,600 persons were given free medical
treatment by operating the mobile hospital ship to remocte and
deserted islands without medical facilities, The moblile repair
vehicle of inshore fishing vessels' 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 oil, the major necessary
fisheries production material, fishing nets and ropes was
conducted for the purpose of curtailment of the i;isheries
expenses, 'The loan and overdue interests as well as the other

- allotment were exempted for the poor fishermen and destitute
fisheries cooperatives.

Second, the nationwide fishing village leaders reaéhing

335 were educated and trained for the purpose of securing.the

O i
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1eadefs of superior quality, the fuﬁdéméﬁtal elemenﬁs of conS-
tructing the new fishing communities, and the trained personnel
exclusively devoted to copstructing the new fishing commmnities
were ascigned to the front fishing communities to assist in
constructing the new fishing communities. The total sum of

366 million won was invested to 152 fishing village "Kyes"

for the purpose of promoting emphatically'the eaining business
by means of cooperative work tﬁrough mltiplication and culti- .
vation and 12 side line sites were constructed &s a result of
encouraging the side job in order to increasé the fisheries
earnihgs.

Third, the fisheries funds system was maintained, To

quickly attain the goal of (ne Trillion Won Savings Drive, the
all-~ut striven endeavor was concentrated to the continued
savings boom, =and as a result 142 hundred million won was
secvored, The Reciprocal Finance Service was opened for the

67 member fishery cooperatives, and they were made enable to
utilize the depcsited money totalling to 1,279 million won
between the member cooperatives., The shops were increased for
the purpose of expanding the business of savings and exchange.
The banking institutions of savings reach 54, and the facilities

of exchange totals to 43 at the end of 1974.
- 12 -
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II. Fisheries Cooperatives Management

1, Personnel Management
A, TFmployment and Appointment

(1) Examination for Service

The personnel shall take examinations for service,
the prerequisite for employment. The saild 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 perscnal
interview to which the successful applicants are subject.

(2) FPFducation and Training

When the personnel is recruited, he shall receive
the training and learn %he business routine for more than 3
monthg-:. During the period, the newly employed persgnnel cOomes
to acquire the attainments required for the personnel of the
Fisheries Cooperatives and the preliminary knowledge necessary
fo 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-month training and
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leaming 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 ﬁmaluation of Service

The persomnel shall be promoted annually according
to the fixed service period or the service recérd. 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 persomnel during the specific periocd,
and evaiuation 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 impartially,

-1k -
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{4) CGuarantee of Status

The personnel shall not be relieved of his/her
post without the sentence of penalty, disciplinary punishment,
or Specific reason. When the personnel reaches the age limit
fixed in advance, he/she shall be automatically relieved,
The persannel shall be suspended from office temporarily in
the event of his/her physical disorder or for personal reasoms.
The personnel suspended from office shall he reinstated In
the service unless otherwise provided. The system of status
guarantee is aimed at the concentration of the personnel’s
energies on the individual duties, and this is 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 director of the member
cooperatives which is the auxiiiary organ of the president of
the member ¢ooperative. The personnel of each cooperative is
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 this matber, the self-regulation is levied

on the member cooperatives,
-15 -



2. Financial Management

A, Pund Raising

The sufficient supply of funds is urgently needed in
order to smoothly perform the functions of protection and
service for the cooperative members. The major financial
resources of the Fisheries Cooperatives are divided into the
own funds such as the money invested, surpius money, etc, an@
borrowed funds such as the government loan, bank loan and
deposits. The fact that the borrowings.such as government
loan, etc, ocut of the various kinds of funds required for the
business of the Fisheries Cooperatives at present are given
much more weight acts as the £ajor reason for hinder the
self-regulation of the Fisheries Cooperatives in Kbrea;
The scale of funds for the credit business conducted by the
Central Federation of Fisheries Cooperatives in 1974 shows the
following data. The total sum of the credit business reaches
45,657 million won, sand the composition ratio of the funds
compriséd of the own funds and deposits amounts to 36%, and
the barrowings such as government 1oan, other loan, etc.

occupies 6L%.
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B. Operation of Funds

The cperation of funds 1s aimed at conducting the
limit management system accoring to division into the business-
type within the range of the raised funds, The total scale of
the funds operated in 1974 by the Central Federation of
Fisheries Cooperatives reaches 40,519 million won, and the
loaned money out of the total funds amounts to 32,358 million
won and it occupies 80%. The compostition ratio of the loaned
money given to the fishermen is divided into Operation Fund and
Facilities Fund which occupy almost fifty-fifty accqrding to use.
The loan business of the Fisheries Gocperatives is characterized
by the guided banking, compared with that of the other banking
institutions. The guided banking is aimed st supporting the
businessmen for their successful achievement of business
through the continuved guidance on the business in ﬂuestion in

the course of conduction the loan.

3, Public Information snd Publication

A, Introduction
The activities of public information initiated by
the Fisheries Cooperatives in Korea lie in enhancing the

interest toward the fisheries industry for the purpose of -
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the people's participation in the fisheries industry and induce-
ment of investment. On the other hand, the activities include
the P.R, aimed at the increase in consumption of the fisheries
products. In addition to the public and informstion activities
to promote the mutual interests of the fishermen by enhancing
the utilization frequency of the fisheries cooperatives, there
exist many kinds of =2ctivities such »s the communicatjon of

.the diversified information in order to support the fisheries

roduction =ctivities,
p

B, Contents of Activities
(1) P.R.

The public information activities for inducing the
voluntary participation in the New Fishing Communities Construc-
tion Business and the external activities for increasing the
consumption of the fisheries products are conducted continuously
all the year round by means of various kinds of projects such
As annéuncernent of the press material, special advertisement
program, manufacture of slides, monthly radio broadecasting,
manufacture of T.V. and advertisement movies as well »s showing
movies., The total P.R, activities reached 242 times in terms

of the evternal activities conducted in 1974.

- 17 -



311

e

(2) Publication

The monthly publications are divided into three (3)
categories —~ magazines such as "New Fishermen" to promote the
fishenmen'é culture, "™onthly Research of the Fisheries Coopera-
tives" acting as the research and survey activities, and "Overseas
Fisheries Information to promtly introduce for use the fisheries
information to the domestic fishermen such as the overseas
fisheries production, circulation, fisheries technique, ete.
The above publications are distributed to the domestic fisheries
industrial world, domestic organizations of different classes,
and the authorities concemed free of charge for the purpose of
promoting the understanding for the fisheries industrial world,
and externally the publication activities are aimed at contributing
to the development of the fisheries industry through circulation
of the hew knowledge and technique related 1o ihe fisﬁeries

industry.

4. Marketing Management

'A. Sales System
The fisheries products circulated ia Korea are transpdr—
ted to the consuming areas through the Common Sales Mérket of -

the Fisheries Cooperatives which function the Wholesale 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 Kores plsys 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-
ment Sales, Collection Sales, etc: but the consignment sales
is the most characteristic sales form. The whole quantity of
consignment s=les resched 828 hundred million won with 9.48

million M/T sold in 1974.

B. Oales Orgsnirations

To smoothly implément the duties of common ssles
business conducted by the Figheries Cooperstives, the corganiza-
tions such as the Sales Organization of the Fisheries Coopera-
tive itself functioning the fishing market as well 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 cateéory of the middlemen, the retailers, and

- 20 -
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the affiliated merchants are not necessarily reguired for the
organization of the sales business, but their existence is a
prerequisite for the purpose of funciioning the common sales

business oonducted by the Fisheries Cooper.étive.

C. Price Sustaining Service of Fisheries Products

The Fisheries Cobperatives in Korsa initiated the
Price Sustaining Business of Fisheries Products for the purpose
of protecting the fishermen from the decreasing income due to
the dull increase ratio of fish price despite the sharp rise of
the various materials affected by the inflation prevailed
worldwide since 1973, and stabiliging the fishermen's income
by means of alleviating the price changes 2ffected by the seaso-
nal fluctuation at the same time, It is characiterized by
securing the lowest price of fish in circulation on a fixed
level after choosing the firches, The said business is not yet
in full swing, but it is anticipated that the system will
contribute to the stabiligation of the fisheries products pricés
and increase in the fishermen's income on the gradual basis
upon raising the sufficient funds and experiences gained, and

further contribute to the development of the fisheries industry.
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D, Marketing Information Service

Te Fisheries Cooperatives operate the radic communi-
cations network in order to secure the price equalization of
the fisheries products on sale at the fishing markets across
the country and guarantee the reasonable prices of fisherigs
products turned out by the fisheries producers. The informa-
.tion conceming the quantity of fish gathered at the fishing
markets ail over the ration, and fish prices are promptly |
obtained, and they are released on the air, in the papers and
the other mass media., In addition, the said information are
delivered to Lhe fishing vessels in operation on the sea and
fishing harbors. The monthly situation of production, circula-
tion, and price are analyzed and the information concerning

them =re circ:lated through the publications.

5. Communication and Procedures

As stated above, the backbone of the fisheries cooperati-
ves is the Hegicnal Cooperative. The supreme deliberate organ
of the regional cooper=tive is the General Meeting. The general
meeting is comprised of 20 to 30 members (representatives)
elected by the members of the individual village unit. The
chairman of the genéral meeting is the president of the

- 22 -



bOOperative. The attendance of the majority of the represen-
tatives shall be necessary for opening and the decision shall
be made by the majority present af the meetinz, The members

of the cooperative shall have the equal voting right, franchise
and eligibility for election regardless of the money invested
by the members. In the event of the Business—-type CoopérativeJ
it may have the representatives only when the members exceed
100 persons, but the members are the constituents of the coope-
rative for the most part, The director which is the member of
the board of directors acting as executive and deliberate organ

of the cooperative in elected at the general meeting.
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PERSONNEL MANAGEME NT

Allow me in the first place tc thank the ICA and the Central
Co-operative 8x, Ing, 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 porticn of most people's hours
while they are awake, Until the modern era, hard and sustained
physical work was necessary for survival, The saying 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 Giecks regarded work as a curses
However,-work 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,
Morz important, the setting of werk became more subject to huw
man planning, and the rise of the trade union movement proved
that the conditions could be improved without hurting produce

‘tivity,

With delegates from so many countries assembled here, the com=
puls ion to compare experiences in the field of personnel ma=
nagement cannot be resisted because in spite of close affinie
ties each of ocur situations is peculiar in-the composition of
our people, form of govermment and socio~economic structure and
the economic and social targets we have set and have to meet |
!

in our individual national interests,

H

Personnel Management in Malaysia can be said to have begun in
the early 1960's following the government's policy to launch
an industrialisation programme for the country., The Governw
ment invited foreign investors with capital to invest in the
country to create employment opportuhities 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 thexe was substantial foreign investment in
the country., To date it is significant to note that 60% of

shareholding in Limited companies in the countxy is in the
hands of foreign investors, Industrial development has been
rapid and such developme nt was initially concentrated in the
urban areas where infrastructure facilities were readily made
available, With the setting up of variocus industrial esta-~
blishments both foreign and local, Malaysians were recruited
in large numbers for employment in these industrial estaw
blishments, |

With large scale employment for local citizens in industrxial
establishments set up with foreign capital and foreign manage=~
ment, the management of local personnel mas an important poliw-
cy that needed attention., The foreign investors initially
brought with them managerial skills taken for granted in Wes-
tern Industrial Societies but which were unhearé of in the
context of Malaysian industrial developuent, Even industries

set up by local capital were faced with the need to formu~

- late personnel policies which were qQuite 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 owner or proprietor of the business or industzy felt that
he knew best what was geod for the worker or emp:oyee., Per-
sonnel Management in Malaysia therefore became an important
aspect of managerial function and is growing in impoxrtance

as industrial development coutinues to progress year by year,
Malaysia was not quite prepared to meet the problems of indus -
trialisation programme of the country and initially the managew
ment of personnel was a difficult task. Foxeién investoxs
initially brought their own personnel dirvectors and or ma-
nagers from their own countries and these foweign trained
specialists in pexsonne; management found themsclves in a
situation guite dlfferent to what 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 conposition of the Malaysian

mone their task even more difficult perso
foreign countries employed locally were ¢
problem of recruiting the fight type of w
job, This was because thers was noi very
sonnel in the labour m rket who could read

populiation, To

anel manacers from
onfronted with the
oxiker for the right

P ony

skilled pare-

Gily fit intn the

industrial establishuents or mect the regnirements of The em=
ployer ¢, With Iuproved empioymen: opporiunities theve was.
a move among the woxkera to anionise thensglves and the pere
sonnel manager had to be prepared te negetlate unioniced de~
mands in connection with cenditicns arnd teri:s of ouplovment,
The Fersonnel Manager has to be up te date on the existing
labous la s in ithe country and alse e well varced with the
POlicies ol the Geovermmeant. Pariiculariy importasnt to the
Personnel Manager ia requirencnt of the Toverrnmart of Malaye
sia tc ensure that the labour force 2t all loreis of 2mploye
ment in an industrial cr comuercial undertaiking veflected the
racial composition of tae cocuntrv nane 1yn,IChihese and

Indians, In recyxuiting locail ecople

not only skill =nd the requix

1,

that had to be considered but whaethzr the
of the work Force is also raofliected in th

-,
H

is now neot uncommeon tc find 1&:3*

ed gualification

ampriovment 1t was

5 for trhe dob
racial composition
o sacovitnont. It
ial anpd commdrcial

undertakings craaiing & personael departmsant tce deal with the
proklems of perconnel managemcnt peculiar to Malaysia, In
recruitment howevel. tha gereral pollicy on manpcwer wmaRogement
in the private seator it that recruitmeat -nd scelection shalll
. provide adeduate quantities of the right typos of manpower.
In a developing country iike Maliaysia perscenil managors face
a heavy responsibility for employec training enc development.
The lack of iraired manpower in the labour markai compels
personngl manngars te forrulate troining proguammas for raw
recruits, Heny omployees, from opexatives cu tha machines

to operators in clerical sections rzauire succial educational

preparaticn if they axe to perform ithe
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Thus personnel managers face educational responsibilities at
all levels in an organisation. These responsibilities are
flersistent in that new employees require training and emplé-'
yees with lcng service need zdditional 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 bylthe private sector in Malaysia 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 devew
loped countries where they are thus exposed to modern trends
in manacenent, In Malaysia personnel management policy in

la fge firms is to maintain & wide range of training and deve=
lopment programmes designed to help employees increase theix
know ledge and skills and qualify themselves for continued eme

ployment and advancement,

The socio~economic changes in Malaysia are a lsoc acccelarating
other adjustments in management attitudes towards workers,
There is change in workers'! and unions! attitude towards ma-
nagement /worker relationships, corresponding change in ménan
gerial attitﬁdes towards social respeonsibility to workers and
improvements in the style of managemeﬁt especially the deci-

-sion-making and oxrganisation structure aspects, )

Today, management is being confronted with a situation in
which workeré aie becoming increasingly vocal regarding theirx
desire to participate in decision making at the shop~floor

and operational levels, A recent random survey indicates that
the prevailing opinicon among workers is that management should
entrust juniox executives with authoxity to make operational

decisions instead of being autocratic,
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To maintain effective induStrial working relationships by re=-
ducing the degree of alienation between workers and employers,
the Government and some Union léacders have encouraged emplo-
yers to offer adequate equity participation to workers since
this instills & sense of ownership in addition to the cash
nexus of a wage~earning employee, Thersby, it is expected
that workers will come to regaxd themselves as more than a
mere operational cog in the organisational wheel, It is too
early to pass judgement on the extent of adoption of this ap=-
proaéh oxr on the likely ocutcome,

There is also the changing role of the trade unions., Malaysia
is fortunate to have responsible, end relatively speaking, -
well organised trade unions, Many companies in the private
sector do not desire to encourage porticipation by unions in
decisicong concerning promotion or dismissal of employees,
These tend to hold, with the exception of management in lare
gexr companies, the consexvative view that trade 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 poliéies are not within

their domain,

Malaysian trade unions have also actively sought to divexsify
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 corporate'citizen towards the na=
tional policy of population control, Furthér, a leading
union, the National Union of Plantation Workers (NUPW) , also
performs othexr roles, 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 towards relationships with

them,


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 ptoblems between the ore
ganisation and workers, This implies that management must
change its attitudes to accept participation by employees in
decision making, Trade unions have advocated industrial dee
mocracy but the appropriate system foxr the Malaysian context
is still unclear, and requires more research as the indige=~
nous management practice in this country in the field of ine
dustrial relations is still in the embryonic stage, One _
advantage of the situation is that the diversity of managew
rial styles 2llows room for innovation and experiment,

The practice of personnel management in Malaysia is in the pro-
cess of transition from the traditional style to a more formal
one, Attitudes are swinging from the old authoritarian prace
tices towards consultation and participation but much remains
to be achieved and this willlrequire management to change its
attitudes and organisational practices to incorporate new so-
cial Ffunctions, '

In Malaysia there can be no rigidity on the list of functions
to be performed by the personnel department in an organisaw
tion and the responsibility in regerd to each, The practice
véries with the size, condition and background of the induse !
try and in an industrially developing country like Malaysia '_
the personnel department is concerned with functions like eme/
ployment, grievance mattexs and formulation @f policy regard-
ing manpower requirements of the organisation,-

Perhaps 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 workerts life and health;
this is the problem of safety and healthiness in the

workplace}

« U

-
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= that it should leave him free for rest and leisure;
this is the questior of hours of work and their adap= -

tation to an improved pattern for life outside work;

= it should enable him to serve society and achieve selfa-
fulfilliment by developing his personal capacitiesj 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 pefsonnél policies of the undertaking and
to contain a pelicy that would satisfy the management, unions
and workers, Therefore it is necessary for us to discuss ;hé_
various procedures_and_approaches which could contribute to
this c¢limate and they are briefly as followss=

(a) Termination of Employment

Policies, rules and procedures concerning termination of
employment should be laid down. A distinction should be made
between dismissal forljust'causes on the one hand and redun=
dancy and temporary reduction of the workforce on the others
As regards dismissals collective agfeements oxr staff regulae
tions should contain clear provisions spelling out the elew
ments of a disciplinary policy and the procedures to be fol=
lowed, As regards redundandy, efforts should be made to find
“alternative jobs of 2 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 seniori}y
principle should carry some weight whilst the efficiency face
tor should also be taken into consideration in the case of’
skilled jobs, Each country has its own tribunal or adjudica=-
ting body to determine whether the management®s action in tere
minating empioyment was justified, An observation of the
Industrial Courts decisions on appeals made to it regarding
termination of employment in 1974 in Malaysia is as follows:

-5 s . .

|
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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
oither ordered reinstatement or compensation for the disa-

missed workers,

(b) Grievance Frocedures

Grievance Procedures should be a normal part of every
collective agneemeﬁt or staff regulations. It should be adap=
ted to the size and particular circumstances of ecach entere. -
prise and include appropriate steps for the resolving of \
grievancess,, Grievances should as faxr as possible be settled -
at the lowest possible level so as to improve the industrial

relations atmosphere,

(c¢) Protection & facilities to be afforded

to Workexrs Representative

The term 'workers representatives?! covers both trade union
representatives and representatives fieely elected by the worw
kers., Provision should be made for the representation of wore
kers by trade union delegates or shop stewards whose duty it
is to take up workers grievances through the established chanw
nels in the enterprise, and in general tolsee that the terms
and conditions of employments laid down are respected. Such
representatives should enjoy'effective protection against any,
act prejudicial to them, including dismissal based on their /
status or activities 2s workers' representatives, They
should alsc enjoy the necessary facilities enabling them to
carry out the functions properly and efficiently., The grante
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 (Vbluntary Joint Machinery) withe

in an undertaking should be designed to ensure genuine and

4
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regulaxr two-way communication between representatives of
management and the workers, The communication media should
give information oh conditions of employment, job descripe
tion, training and advancement prospects, instructions for
prévention of accidents, welfare services, social security
schemes, etc, in the undertaking. Management should also use
cther media of communication such as pericdical meetings for
the purposz of exchanging views and information, newsebulle-
tins, notice boards, workers suggestion schemes, etc,

Industrialisation in Malaysia and South East Asian countries
continues and boith management and workers are bound to be
affected by the changes brought zbout by industrialization.
These changes bring hopes of better standards of living forx
the workers whose expectations and aspirations become greatex
and their demands for better terms of employment is bound to
create perscnnel management prbblems. Personnel management
will therefore undergo radical changes and management must

be ready to adapt to the requirements of having a disciplined
workforce without infringing the righfs of individual wor-

kers for fair terms and conditions of employment.,

LR -OOO“' L N
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_ Cooperativé system in Nepal comprises of primary level
viliage cooperative societies and district level cooperdive
. unions, This system was introduced with the enactment of
Cooperative Society Act 1959, A total number of 1273
cooperative societies, {multipurpose, credit, congumers, .
artisan, cooperative societies) were regisﬁered under the act
within a period of a decade. The registration of the cooperatives
were made with the objective of providing a strong and Lo
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 manégerial
and technical personnel in the society, absence of marketing
facilities for the benefit of members, lack of guidance and
- supervision, cooperative sociéties could not function as
anticipated. '

Coogerative Revigalization Programme

In order to overcome the various drawbacks encountered
in the process of Cooprative Development in the Kingdom, '
a Cooperative Revitalization Programme was introduced in the
year 1971-72. Under the programme cooperative socleties
previously registered and found ineffective over the ﬁeriod
of time were to be reorganized and amalgamated, The programme f
has thus envisaged to provide various services’'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
through 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 @ committee consisting of the
representation from ADBAN, Cooperative Department HMG/N,
agricultural Input Corporation, Agricultural Department HMG/M,
Land Reform/idministration HMG is constituted,

To provide technical backstopping at the farm level the
Department of Agriculture is to assign one technical personnel
(0T4) in each cooperative under Bank management,

Agricultural Input Corporation is to provide dealershipé
to each cooperative for the sales of sgricultural Input on
cash and credit to the farmers of the area,

The Department of Cooperatives besides the promotional
agpect like education \nJ trazining to the members is
responsible in conducting superv: ~nn and sudit of
the cooperatives, In the initial stage, these cooperative
societies will function under the management and control of
the Bank {(aDPM/M)., ZDB/N will handover the management of
the cooperative to the member only when the cooperative
societies expand their volume of business and can stand on
their own as an econcmically viabie unit. The present status of
cooperative is given in znnexw i,

Egggpnne; Management

The primary level cocoperative goclety organization is very
simple., It is headed by a2 manager appointed by the agricul turdl
Pevelopment Bank, He is assisted by the advigory committee,
selectcd from the shareholder, As the function of primary
level cooperative demands an nll time attention and effort
of the manager, the manager dgputed in a cooperative soclety
stays in the headgquarter for all the time. The recruitment of
the cooperative manager is made among the candidates with
the rural background thrbugh a process of written and oral
- examination, ather staff like salesman, accountant and
storekeeper, however, are locally recruited by the cooperative

manager himself,
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The cooperative managers arc then given a comprehensive
training on the cooperztive management practice, book-keeping
and agri, credit at the cooperative training institute.

The other staff receive training from the Bank. The
Agricultural Pevelopment Bank conducts a field training
programme each year, For these cooperative managers are
required to prepare famm plan for different crbps for the
member farmer they are given a bacic week long training at
the government agricultural ressarch station, In addition

the field office of LDB/N conducts a monthly meeting of all

the cooperative managers in their area of operation to identify
the problems if any, and gives instruction for immedizte
solution,

The leaves are approved by the sDB/A field office,
The attendance record for the ecach cooperative is kept in the
society,

The cooperative miaager kesgides his monthly salary is
provided a field allowance which ranges from 25% to 50%
of his salary amount, in addition hs razceives the travelling
expenses while travelling outside'his area of operation, so as
to provide further incentives a progremne of incentive bonus is
also being introduced, _

The other staff, however, receive their salary and other
benefit fixed up by the Bank from the cooperative society iltself,
No cooperative society can recruit adéitioﬁal staff unless
it can pay them through its ne®t sarning,

Usually, the employee of the cooperative is promoted
to work as the manager in the district level cooperative union,
The district level unions usuzlly have a Chief Hanager, an
Assistant Manager, sales manager -and the accountants,
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Marketing Management

In order to establish a link between effective credit
and marketing and hence collection of loans, marketing of
agricultural produce is necessary ahd this activity is.
perfomed by the cooperative. The szles of input, its
timely purchase and storage is the main function of the
Cooperative at present. |

The cboperatives are the dealers in agricultural inputs
such as improved seeds, chemical fertilizer, insecticides .
and small tools, The igricul tural Development Bank recently
introduced z system where the agricultural implements such
as pumpsets and small £arm machinery is to be supplied by
the cooperatives in the farm level,

Lt present there are about 40 godowns owned by the
cooperatives, in 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
seriouély handicapped becesuse 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 trainad ' 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 Managemenht _

The totalhpaid up share cgpital of the cooperatives
at present is approximately Rs.2 million. The only financing
sgency at present to these cooperztives iz the zgricultural

Development Bank..
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‘The value per share is rupees ten payable within two
instalmentg, A farmer within the area of cperaticn is to have
at least a share to be a member of the cooperative, Recently,
it has been decided and agreed upon that, the paid up share
capital of the cooperative is too small, so in order to
increase the paid up share cszpital and thereby to build up
a sound capital structure of the cooperatives each member on
receiving credit from the ccoperative should purchase share
amount equal to three per cent of the loan to be borrowed.

At present the total loan horrowed by the member is approximatelf 
60 million, Even if the amount borrowed remained constant for

a few years to come, each vear the paid up share capital will
increase at a considerable rate, The accunwilation of this

capital will greatly reduce the borrowing of the cooperatives
which at present constitute more than 98% of the total

operating capital of the cooperatLVes.

The cooperatives zre to keep the books of accounts as
per the prescribed system, The system of book~keeping is to
be spproved by the Department of COQPeraéives His Majesty' s
Government,

The books of accounts and other stationery is supplied
by the bistrict Cooperative Unior, The manager keeps the book s
of zccounts and certified every balance with an initial, once
in 2 month the Department of Cooperatives checks the hooks of
accounts to see whether all the books are kept up-~to-date and
in 1line with instructions, This monthly inspection 1s very
effective in controlling the business of the cogperati ves.
Morecover, the inspection report is also baing furnished to
the LDB/N field offices. This helps timely detection of
irregularities for control measures. Each month the cooperatives
are also to submit a monthly report showing the loan ocutstanding
loan repayment, sales of inputs and produce, This gives:
the cash flow position of the cooperatives, It is checked and
- compiled by the ADB/N field offices,
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The Cooperative Department also performs annual auditing
of the books of accounts., The audit report is approved by the
sharcholders on the recommendation of the management.

mich cooperative prepares annual programme end Budget
for each financial year, The prograzmme and budget clezrly
shows the financial requirements of the cooperative, The
agricultural Development Bank checks and makes sure that
cooperative follows the programme formulated,

&t present the greater part of earning of the cooperative
soctieties is from the interest margin (i.¢. the interest to
be paid by the member over interest charged by the Bark to
the cooperative) which is 4% of per annum, The income from
the seales of input is 6%, it present tle main problem is
the small volume of business handled bv the cooperatives, If
this volume is increased considerably cooperatives would turn
out to be economically viable,

Communication znd Procedure

The member cducation 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 estzblishment and organization of the cooperatives
is to be considered by the members themselves, rether 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 progranme can
be successfully operated. Moreover, the progriase nust be |
understandable and can be quentified in terms of profit,
There is a great COmmunication'gap between 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. feeling
of association in the brogramme formulation should be
there so as to make the members more responsible,

Publd c Rg;ation
' The cooperative managers are the main driving force in
the coqperative_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
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252 average per society

80, 000

2 million

60 million

60 million

20 million

317

7930

2,38 thousznd

2,38 thousand

80 thousand
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* The Cooperative I:ffovor.‘.on"c.' of Sri Lauka is 64 years old and
was'legallj‘ re cognised with the promulga'tq.on of the Cooperative
Societics Ordinence in 1911, During the period it has ﬁndorgr ne
sovoral phases of which. the period from 1911—1942 could be cOnsidorod _
as the Credlt era. "This poriod showod a signifioant grouth of credit
societies eSpooia.lly in the rura.l sector With the outbroak of the
second world war a food rationing scheme was :I.ntroduced and during the
period 1942 to 19 52 a remarkable gr.ow'lm of Consumer Cooperative Sotieties
Was notiooa.ble With 38 societies in 1942 the: nupber rose to 5,000
in 1945, A. major cha.nge in the organisational set up of the societies
- was seen with the formation of the Mu.l'td.—purpose Gooporativo Societies
in 1957. & Royal Gommission was appointed in 1968 tc exdm:me the - .
structure and orgu.nisation of .the Bocieties in order to proposo recommen~
dations to strengthen the Movcment The. prosont era of the Movomerrb
. commbnced in 1971 with the setting up of the United Front Govor:mnont.
in 1970. Since ‘the Cooporo:bivo Movement plays a m:uox rola in the
social and oconomib devol_op_ment, th-o,_ﬁover_mncnt recogn;:.sod. the
necessity of roorganioing tha fj.‘»oopor_ot.iiros with iargo and economically
viable umits, . S - "

‘With the roorganisation in 19'?1, 5,000 Goopemtive socmties
were auslgamated to form 362 large viable units,  These Mul'bipﬁk‘poso
Gooperative Societies are widely gpread 'bhroughout the 1sla.nd oaoh '
having about 20-50 branches. These socio‘t.ies are primarily engagod
in the distribu‘tdon of consumer commodities while :m Jdditdc-n the'y'
are {4,130 engs,ged in ag':.cult.ural credit, marketing d.nii production
activities Thers are a.lso other types of sooiot.ies such as textlls,
fishories, dairy and ind.ustri&l and as much as 90% of the population
is ca‘berod to or connoc'bod vith ono ‘or more “types of socioties;



With thé mtroduction of radical land reforms collective
forms and egricultural setﬂmnts are formed tc zccelorate the
food production in thc country. Thoau sotilenents and farms are _
being set up on 2 Gooperative ba.sis a.nd pla.y a signii‘icant role in the
Cooperative Movement Aoday, ;

ve em . e : .- :
_' The :l.mportance of Mamgement and Management controls hava -been
; __emphasised with the sett.ing up of large Goeparative Sociatd.es,, The
'_complexi‘by of the business aml the large nymber. of employeea ha.ve :
'_neceasita'ced t.he 1n‘troduet.icn of Management techbniques 1in ‘them, The
employees too .are be:l.ng t.rained in modern menagement methods,- As a8
rosult ‘l'.he méietiea too are able to increase t.heir cpera.'bional
'efficiency ' Pale

" Per onne Managemen

S The - promulgsation of tne Gdop‘érative 'E.hnployees Oommi“ssicﬁ

Act in 1972 set up an Eknployees Se.rvice Commisaion whi.ch brought gbout
& significant change in the peraonnel working in Gooperative Societies,
.- In accordance with the Bnployees Serv:l.ce Gommisaion act, ragula.tions
were’ framed by the Cooperatzl.ve Employees Commiesion, The regulations ;
thus fremed. rolated to pi‘ocedures in making appointments, payments of .
sa.lqm.oa temim‘bion of worviecs, transfers By socurity of employees,
leave, hours of work promotions et.c Regulations governing the
conduct of employees too were framed, . :

It 1is moticeable that emphasis is pl&wd in the salcct.ion and
tra.ining of Cooperativa Managers Basic minimumn qualii‘ications are
1aid dewn a.nd considerable offort is taken for 'their training a.ml
ret.raining.

, The Government o.ﬁ‘ Sri Lenka has emphasised the’ need for .
pramoting agrictﬂ.tural production. Along with the promotion of ‘
\ production there is a need for distribut.ion ‘The Coopérative R
ebcieties play an important role in this as_pact_wheraby the - |
commodities ﬁfoduced by the farmers are cha.nheiied through the
Multi-purpose Cooperative Socioty at the village level to be
sarketed in principa.l towns,
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The Sri Lanks Marketing Federation set up in 1973 plays an
i.mpprtant_role in préviding_ marketing facilities to Cooperative
Societies and Cooperstive farmers, Thoy have sot up retall sales
points in Colombo to provide marketing facilities to consumers,

" The Pederation has also established a pilot project for. tho
merketing of minor export crops They are proaent.ly o:q:eriment:mg a
- contract farming syetem amongst the growers, This, it succesaful will
‘be carried out on a wider scale in the other societies, -

Large namber of Cooperative agricultural set‘tlements and
forms are being set up in the island o promote food production
Hence there is & need for both productlon and marketing management,
The managers are also now given & training in msrketing techniques
ard mothods which aim at reduction and éon’trol of marke"ti‘ng”iéosté
. The Marketing Federation while setting up reta.‘l.l shops for marketing
'producers agricultura]. commodi ties is also engaged in training all
personnel connected with marketing in various. aspects of marketing
management,

Financig;_. Mgemen‘b
" The need for financia.l management in Coopera'bive aociet.xea

'was also felt with the reorga.nisation of Cooperative societies, The
Accountants of the aocieties are given a training in Financisal Management.
‘Short refresher coutses for them are held at the School of cooperaﬁon
from time to time,

Budgeting. and Budgetary Gontrol is introduced in Cooperative.
,Societ:l.es Todey every Gooperative Society hag to prepare a Budget
for the ensuing year, The budget has to be approved .by bikh the .Bogrd ‘
of Directors and the general body. In the cperation of the bulgets
monthly performance should be compared with the budget and the
managers have to take necessary action where contrcl is called for,
Financial Planning is also emphasised in negotia.t.ing loans from
the Peoples Banlk, :
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Gg_mﬂu,_l_g;cation : -
The. organisational structure of thé Sod.ety helps to maintain

. a steady flow of information both vertically ‘and horizontally
In the Cooperative organisation there is a steady flow of
communication from top to bottom and. bottom to top. They ave by
discussions, meetings, notices, reports etc, Thus it help.,
better presentation of information and make ‘the employees aware of
their working environneants, :
' The soc:.eties too transmit information tc the uembers and
ccnsumcrs through their branches Sometlmea the Cooperative
_ fort.nighﬂy pa,pe: may be the communicatd.on media, ' : _
The- Board of Directors is expectad to meet once a month and in
turn the General Manager of the Soclety too holds'his confersnces
with his subsrdinites, This process is carried out to the lcwer |
management levels too, This enables the societies fo continue the
comu.nication process uninterru,pted S

Public: Relagg _

It 1s necessary to maintain good public relations with the
employees, members, Consumers, the.general public, government and
ron-geverment institutions. 4ll efforts are taken by the Gooperative _
Socleties to maintein cordial relationships vith all persons. and
J.nstitut:l.ons comnected with the Cooperatives.'

The fcllowing me'thods are usuzlly a.pplied in maintaining

such relationships, :

1. Bducational Programmes Seminars and Conferences,

2. Publica‘bion of books, news papers ha,ndouts leaflets e't.c

3, Cinema shows, :

4. Public meetings,

5. Radio Programmes,

6. Spetﬁia.l -lectures",

7. Exhibitions, '

8, Reprosentations,

g28.24X75,
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ASIAN CONFERENCE ON COOPERATIVE MANAGEMENT
PHILIPPINE VILLAGE HOTEL, DECEMBER 1 - 6, 1975
MANITA, PHILIPPINES

NEED AND AIMS OF COOPERATIVE EDUCATION

Jde¢ M, Rana

1. INTRODUCTION

1.1 Scope

An attempt is made in this chapter to discuss the needs and aims of
cooperative education in developing movements of South-East Asia, Defining
the specific aims.of cooperative education is of great importance in
' workihg out the pradtical details of an education programme, Once goals
are properly detefmined, planning of various types of educational acti-
vities becomes somewhat easier, Further,'if it is known what cooperative
education programmes set out to achieve, it becomes poséible to assess
their effectiveness periodically, '
We shall b%ry to outline the important aims which a cooperative move=-
ment in a developing country may set before itself for education acti~
" vities.s Although some examples will be given from the South~East Asian
movements, for went of space no attempt will be made to describe the
aims of cooperative education embodied in the present education prog-
rames 0f 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 and of government cooperative departments, Where necessary, we
shall refer to the former, viz, education of members, managing cqimittee
members and office~bearers, as member education, while the latter will
be referred %o as employze 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. '

.“ ,
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1,2 Nature of the Cooperative Movement

A cpoperative society is a form of business organization which is
organized by the members, on a basis of eQuality, to promote their eco=
nomic and sbcial interests. The cooperative society aims to provide
goods and services to the members at costs as low ag are compatible
with the long-term development of the society. The management of &
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 opoperatives join themselves into a federation which
performs commonly required functions involving more large-scale operations
and bigger resources than those of the prlmary societies, Thus the
Federal structure of the cooperative movement, while enabling the small
primaries to function independently, achieveg for the constituent
primaries significant financial managerial and technical advantages.
Also, on account of such vertical integratlon, the cooperative movement
can achieve signiflcant competitive capacity. '

The cooperative way of doing business takes many forms, from highly
ppecialized to multi-purpose cooperative societies, In South-Bast Asia
various forms of cooperatives have been developed in both rural and
urban areag, The main forms of cooperatives in rural areas in Southe
East Asia include multi-purpose cooperatives, or specialized agricul-
tural eredit cooperatives. Since the last Worid 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 eooperatlves, cooperative housing sdéieties,
anﬂ in some cases, insurance coopsratives, In recent years, 1ndustrlal
oooperative societies for artisans have been formed in many parts of
the Region. '

1.3 Principleg of Cooperation :

The cooperative movement's social philosophy wés formulated during
the 19th century on the basis of the rules of the Rochdale Society of
Equitable Pioneers established in 1844, The Principles of Cooperation
which embodied the important rules of the Rochdale Society, were accep~
ted by the ICA Congress held in 1937, they are as follows: |
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Open membership.

Democratic control,

Limited interest on capftal.
Patronage dividen.

Cash trading,

Political and religious neutrality
Cooperative education

The first four principles mentioned above are responsible for bringé
ing about a form of economic organization radically different from that
of privete enterprise, Thus the cooperative movement represents a
distinet ide ology, which envisages control over enonomic institutions
by_thé user-members and distribution of the surplus in preporkion e
the utilization of the services'by the members., The role of capital
ag a productive agant is recognized; but it is no longer an arbiter
- of the economic destiny of the people. The digtinctive appeal of the
cooperative movement lies in itvs emphasis on the individual, on equality'
0f one man with another and it stresses that ordinary persons of
limited means can, through combined economic'power, take thelr fate
in%o their own hands and fashion a better social and economic 1ifé for
themselves. : _

Al though the cooperative movement places emphasis on promoting the
gconomic interests of members, the gocial aims are no less important,
Great importance is attached by the cooperative movement %o the.education
of its members and cmployees, The cooperative movement attempts to raise,
through adult educatien activities, the members' occupational social
and culfural levels, Its employee training programmes are designed to
strengthen the cooperative movement and to help the employees within -

. 1
the movement realise thelr full potential of abilifles. . . Sl

: Le4 Need for Cocperative Education : LT e e
An eminent coopérator has seid that "Cooperation is an economic .

movenent employing educational action. The statement would be no legs
true if it were reversed to say that the cooperative movement is an.
educational movement employing economic actionﬂl _Aitﬁough_the,coop_:L.-
erative movement aims at improving the -sccial and econonic conditions . -
of members, the methods employed Bylit for achieving these -goals also
help to broaden the horizons of members{ congciousness and devedop -

their personalities. The cooperative movement is nol jgst-anpther;'



I
as
L9

o i

buginess enterprise whose sole object is 1o be a grocer or a marketing
outfit for farmers, It is also a‘practic;l school in which members
lcarn éseeptial business economics, the economics of their hdﬁseholds
or famis, 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 educationsl effects on the
members following their participation in the work of the coopsrative
society, if the cooperative societies are to be established on & 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 ovn merchants,
bankers and creditors, thelr own employers and theif own insurers, would
indeed be imprudent if they did not first equlp themselves with the know—
ledge and faith necessary for the task", 2 In, the cooperative movement,

the owners and users are the members who exercise Wltimate control over
both the policies and the operations of their cooperative societies,
and the movement ae a whole. The successful development of coopérative
pccieties presupposes that this demoératic control should be effective,
For this purpose it is essential that the members; or at least a majority
of them, have sufficient knowledge and the capacity to assess the econo-
mic activities of coo@erati?e gsocieties and to elect sultable men to the
board of directors. BSimilarly, the education of directfors and employees

. is essential for achieving the successful operation and the growth of
cooperative societies,

Govermuent cooperative departments in most countries of South-East
Agia are now anxious to develop cooperative movemenfs, and a majgrity
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 forw
merly limited %o the simple sphere of cooperaﬁive credit, have started
undertaking more complex and difficult forms of enterprises, such as"
agricultural marketing, processing of agricultural produce, and consuner
business. In view of this, it is of the ubmost importance that the
greatest possible attention is paid to the development of cooperative

education, _
Some problems of the cooperative movenents in the Region given below
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illustrate the great importance of proper cooperative education, Iﬁ the
first place, cases of nisappropriation of:funds in the cooperative .
socleties are reported from time %o time., The problem;of corruption and
lack of integrity is o be found in many 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
geonomic activity, The ramifications of this problem are too large to
be digcussed within the shoft‘space of this paper. However, it is
obvious that a vigilant membership would be a great safegﬁarﬁ againat
corruption in cooperative sociecties, '

Secondly, a sizeable mumber of cooperative socicfies in some = Ao
countries have come %o grief. For instance, it was estimated by Sir
Malcom Darling that in India nearly 53% of the cooperative societies
organised bebtween 1904 and 1934 were eifher 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 Bonk of Indie stated in this
connection "it appears that the pace of expansion before the depression
nas been voo rapid to have been really sound and contained within itself
the seads of subsequent collapse. It had outrun cooperative education”,
In the Philippinés, the Tarmers' Agricultural Cobperative Marketing
Associations and the Central Cooperative Exchange ran into difficulties
in 1960 on account of low loan repayments by members, the consequent
eredit squeeze by the govermment corporation financing agricultural
cooperatives, and mismanagement of coopemtives.3

Indeed the economic position of a sizeable mumber of coéperative
societies'in several countries of the Reglon camnot be considered
satisfactory., For instance, by the end of June 1962 as many as 70 per
aent of the agricultural credit socictics in India were in G, D and E
audit classes, these classes'referring to mediocre, unsatisfactory, and
hopeless categories. During this year, the percentage of A eand B audit
classes, implying very good and good Types, was orly 15, the rest beilng
unclessified, A similar situation with regard to management officiency
prevails in several other countries of South-East Asia,

In this connection the statement of a noted Swedish Goopefator,

- Mr, H, Elldiﬁ, is of great relevance for the South-East Asian movements,
N"Tf we had occasion to start ocur novenent afresh and if weIWEre given

the choice between two possibilities-that of sterting without capital
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but with enlightened membership and staff or, on the contrary, that of
starting with a large amount of capital‘and ill~informed menbers=our ox-
perience would incline us to choose the Ffirst course," |

1,5 Some Considerations for Determining Objectives

In the cooperative movement, cooperative.education will need to be
planned for the following catégories of people:
. "Members of cooperative socicties.
Elected committee members and office-bearers..
Bmployees of cooperative socicties,
 Employees in govermnent cooperative depariments

Persons among whom new cooperatives are to be organized,

Iuportant social groups, such as wouen, youth and students
in schools and collcges.

Employees in government development departments coming into
contact with the cooperative movement and leaders of the |
loeal selfwgovermment institutions, . '

The general public," '

Pirstly, education programmes will have to be planned with reference
%o the categoriés to which cooperative education is directed, 4 single
alleembracing 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. Seconde
ly, the bulk of cooperative education activities will nave to be direct-
ed to those people who are alrendy within the coopefative novenent,
government employees, who are concerned with cooperative developnent and
those people among whom newccooperatives are to be organized, Thirdly
cooporative education programmes will have to be organized for the
different groups in the context of the present stage of cooperdtive devew
loprment and thé projected expansicn of the nmovement. Thus, the estimate
of the number of employces who should be trained during a particular
period must take into account not only the requircments of the
existing societies but also those of the new societies likely to come
into existence during the period in view, Cooperative education, hows
over, should not become predominantly concerned with merely the numerd-
cal aspects but should keep in view the quality of the education
imparter as well, Fourthly, ooopérative education should be function-

oriented and ghould prepare the persons, either nembers or employeesSy
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for handling their specific tasks. Thus, differentiation in terms of
types of cooperative, societies, such as agricultural credit societies
or consumers' cooperative éocietiea, and in terms of job requirenents,
is essential for planning the education prograxmes, Filnally, coopera-
tive cducation should contribute to the total purpose of cooperative
societies. It should attompt to dovelop the personalities of the
members and employees and so help them realise their potential abili-
ties,.

1.6 Overall Objectives

The overall aims of cooperative education nay be deseribed as follows:
Firatly, cooperative sducation activities should attempt o develop a |
strong, self-rcliant and democratically-managed wovement which would be
in o position to achieve its social and economic objectives. The coope
erative nmovenent will funciion in @ competitive economic set-Bp in the
- Region, operating as it rwst side by side with private enterprise and
state~owned corporations, Therefore, bthe novenent must be strong-enough
to neet effectively the competition froﬁ private entorprise and, if
necessary, should be able to take the lead in combating business practiiés
harmful to the interests of the members. Secondly, the cooperative
movenent should be extended by attracting new members to the existing
cooperatives and by forming new cooperatives in arcas hitherto unex-
plored, The cooperative movement is uwniversal in its aims to provide
services to all those who arce willing to join its fold, and who agree
to abide by its rules. Thus, cooperative education should ain to
gpread the ideclogy and the benefits of the coopefative neverneni %o
the largest possible mumber of people.

‘2. MEMBER EDUCATION
2,1 Setting-up of Cooperatives _ A v
Firstly, cooperative education should ainm dt creating in people an

awarcness of their social and econordc conditions and the usefulness of
cooperative action in bringing aboubt an improvement in these conditions.
The sponsoring ageney ~ whether it is the government .cooperative departe
nent or a secondary coopuerative organizationémust realize that it is
esgential to ensure that the would=be members are properiy prepared

for the task of ostablishiﬁg and running a cooperative society., Ihe
tending members should analyse thc weaknesses in their economic situations

and decide whether these weaknesses con be romoved through joint action,
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Sometimes their individusl proﬁloms may be such ag cannot be removed by
cooperative action. For instance, fhe aboriginal tribes living in sec-
luded areas, or the socially-depressed classes, such as the untouchables
in India or the farmers with tiny plots of land unable to produce enough
for a subsistance economy, cannot improve their conditions solely by
cooperative action; they do not have the stability within their econow
mies necessary for successfhl.éperation of the cooperati#e societies,
In these cases, a rchabilitation programme supported by the government
would be needed. It is thus'necessary for the sponsoring organization
to investigate and %o decide carefully in which areas and for what
groups of people cooperative societies should he plarmed. Once it is
thought that the prosbective nembers are in a position to organize o
cooperative society successfully, it is nocessary to educate then in
the legal aspects of cocperatives, their goals, eodnomics and the
obligations resting on nembers,

It should be stated that very often the propaganda carried out for
organizing the socicties in soversl countries of the Region emphasises
the advantages to be derived from joihing a society while the COrrege
ponding responsibilities of menbers and the condilionse necessary for
cooperative success arc not brought to members' notice. Such'propaganga
may succeed in orgamizing the cooperatives but not in ensuring that they
develop successfully in the fufture, For example, Mr, Cleuente Terso Jr.,
while diseussing in his paper the problems of the agricultural ¢o0p= '
erotives in the Philippines, has to say the following on this subject:
"The early failures of cooperatives were, %o a large extent, due to the
lack of proper information and guidance of the people on the practices
of Cooperation, People were induced to drganize into cooperatives so
that they could get loans on easy terms from the Government, an approach
which was en‘bireiy wrong, The principal objective of plaCiﬁ:g the
farmer on a dignified level of existence through self-help and mmbusl
eooperatibn was forgotten in the frenzy of organizing the mosirmm mmber
of cooperatives, While privileges and benefits were stressed, duties
ang obligations'such as repoymnent and loyalty were let outf'5 Ag someoné
remarked, in the developing cauntrieé, in nany casesy the societieé
are organized in a hurry and liquidated at leisure, It is therefore
easential that this preliminary propaganda should be carried out in a
realistic and hbnest way go as to lay solid foundations for future

stability of the society.
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2+2. Development of Menmbers

-

Gooperat;ve education must not stop once societies have been estabe-
lished, Enl&ghtened nembership is cssential in oooperativeé because the
success of a cooperative society depends on its sustaining 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 fLor developing oooperétive business, Furthermore, they should .
have an awarcness of cooperative problems, some of which are congldered
below,

 Cooperative societies frequently have to face stiff competition from
- private traders, especially in the initial stages, For exeuplc, 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 templation for the nembers of agriculiursl marketing societiles
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 pay
collapse. Tactics of varied types are adopted by priﬁate enterprise
in order to wesken and %o disorganize cooperative societies,

A further important problem for several cooperative movements in
South-~East Asia 1s the lack of.an integral relationship between the
primary societies and their central orgenizations, As a consequence,
the central organizetion does not hold the loyalty of primary societies,
which in turn suffer for want of adequate services from the foederal
organization, Another problen which is widespread iﬁ the agricultural
credit movement in the Region is the low repayment of loans advanced by
cooperative societies., Thus, it is important that cooPérativé education
inforns members and other cateégories of persons on current prbblems,
giving them factual knowledge about the cooperative societies aid ‘the
novenent as a whole and so helping then to think and to arrive at )
solutions of the problems, Education of members with regard to current
problens should, therefore, be a contirmuing process in the member
education programmé for members ond leaders bctﬁiat the primery and
secondary levels, Further, the members should possess the judgement to
elect the right type of leaders and %o take .sound decisions in the
genernl agsenblies. Thesc responsibilities call for considerable con-
sciousness among'the members about cooperative principles, the cperations

+

- of cooperative socleties; the prbblems and direction of prOgress_of the
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ccoperative movement.,
_ The goal of the cooperative SOGietylis to bring about an improvement
in the econcpic conditions of the members. Wuite often such improvement
can be achieved by helping The members to conduct their individual opera~
tions more efficiently, A cooperative marketing SOCiety, for instance,
may jeach rRembers to use improved varieties of seeds or to adopt better
harvesting methods. Any increase in the production of the agriculturist
members would not pnly be a help to the members but would also increage
the marketable surplus available to the society. Similarly, a rural
credit sociedy may educate the housewlves in the economies of household
. manasgement and thefeby_help then to save,
 Finally, member education should sttempt to raise the cultural level
of members, and thus help the development of their personalities. The |
cooperative movement cannot treat members merely_és customers on the
one hand or owners on the other, They must take the life of the member
as a whole and try to provige not only education on éooperative matters
but also recreational and cultural actiﬁities Which will enrich his
enrifonment. 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, Throﬁgh these activities members may also
feel greater attachment te their societies,

2¢% Development of Leadersghip

A majof objective of cooperative cducation is to ensure the steady

supply of elected leaders to direct the cooperative organizations a
the primary, secondary and nztional levels. Without enlightened and
skllled lecadership the cooperative movement will not be in & position
to grow. The progress of the cooperative movement in some of thq
advanced countries has been effected by the emphasis placed on the
provision of contimious and intensive education for the active groups
of members and elected committee members. In all societies there are
éone active members who take greater interest in the operation of
cooperatlve societies and who are anxious to know nore. Given proper
training, these members can assume leadership positlons 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_ﬁhere are knowledgeablé people
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with a broad outlook, imagination and intelligence dmong the leaders
at the loeal lewel;

Finally, in South-Bast Asia, the*gOVernment cooperative ‘Jdepartments
play a very aetive role in the prometion and sometimes even in the
running of cooperative societies. The governments usually grant loans
and subsidies to the socletles for various purposes, depute officers $o
manage secondary or primary socletles, exercise detailed supervision
and control and even organize cooperative educstlon and training fael.
litiess Purther; in some movements in South-East Asia, politicsl parties
have penetrated into the cooperative movement and aequired actual
contrel ef cooperative institutions.' Therefore, an_imporﬁant purpose
of ceeperative education in Seuth-Easgt Agia should be to ereate con-

. 8itions whereby the cooperative movement becomes gelfwreliant and inde
pendent of government control,

2s4 Seme Congiderations

In the developing countries greater emphaais will naturally have tg
be placed em what may be called educatién in ecoperative ideclegy, so

that an awareness may be created of the value of coeperative actien,
However, in South-Bast Asia at prescni, teo much emphagis is placed

an ideologieal educafien, to the relative néglectvef ingtruction e
cerned with the efficient runing of societies, Purther, member edues-
tion is usually organized through the cooperative uniens in the Regions
These unions represent all types of cooperative éocietieg such ag
agricultural oredit, agricultural marketing, processing, censumers
ecooperatives and industrial cooperatives., Heroce, the menber education
activities of the unions attempt to cover members of all fypes of
soeleties with the result that the instruction given is often extremely
general, touching only upon aspeots of general ipteres£ to all nemhers,
It is essential that sufficient specialized education coneerming the
particular types of ¢qop¢mtivﬁes should be given if the aims described
above are to be realized, '

3, COOPERATIVE EMPIOYEE TRAINING

341 Buployees of Coeperative Institutions

Training ef employees is as inportant as member education because
the coeperative sociotles cannot be properly adminigtered withoul soge
petent employees to carry on the day-_to-dasr work within the framewerk
of the policies laid down by the board of directars. The elected
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board menbers in cooperatiwe societies in the Region are rnogstly honorary

workers devoting only a part of their time to the Society.
3o Categories of Emplqyees : . -

A proper categorisatiocn of the various types of ermployees is essential
in order to develop proper tralnlng facilities for them, A broad classgie-
floation could be as follows:

Jun;or employecs performing mainly routine tosks such as shop

agsistants and accounts clerks, .

Intermediate supervisory personnel: The intermediate category would

be expected o supervise.the'work of the junior employees and perform

certain tasks themselves under the supervision of senior officers,

Managerial personnels The mahﬂgerial 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 polie
cies in their special fields.

This categorisation may also be valid for the employees of goverment

cooperative department, The third cdtegory may be called senior

people in the case of govermnoent employees instead of the managerial -
persomnel,

The training programmes for these categories will have to be planned
with reference to the type of socliety or govermment department they are
working with and their speecific fﬁnctions, Firmstly, the trﬁining
programies may be planned with reforence to the type of cooperative:\
.societies with which different employees work, such as agriculturcl
eredit, 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 coope
eratives and extension workérs, cooperative officers and auditors, in
the case of government cuployees, _ ' y

343y Objective of Employee Training

Firstly, an important objective in all the training schomes for

employees is instruction in the skills necessary for handling their
specific jobs, Tor example, an accounte clerk should be trained in
el:mentary book-keeping and accountancy. A ghop assistant should have
& Aifferent kind of training, including perhaps, the sfudy of cugtomer
psychology,and the way in which customers should be handled. Such
emphasis on skills is necessafy even in training courses for employees

.
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Cat higher—levéls. For example, the training prograimes for the sales
manager in an agriculiural ﬁarketing-society should develop business
menagenent skille conducive fo effiéient ‘marketing operations, such as
the organizatlon of sales wofk and sales promobion Yechniques,

Secondly, it is necessary to create anong the employees a faith in
the cooperative novement, An employee who does not appreciate the
broader importance of cooperatives, aside fronm the business aspects,
will not be very efficient in cooperative business, He may think that
the handling of policywnmaking and control of cooperatives by elected
laymen is 2 needless bother, The cmployces, should therefore be ine
structed in the ideclogy of Cooperation and the organizatiornal structure
of the movement so that they wnderstand their own funetions i a '
proper perspective, PFurthery, the employees,-especiélly at the higher
levels, sheould also know soncthing of alternative ideologies.and'
systens of business in order %o understand their appeal and competitive
capacity. Hence, social studies will have an ioportant place in coop=
erative training prograimes, since the nanagerial personnel should kmow
sonething of democracy in cooperatives, economics of cooperatives and
the competition with the private enterprise, - _ |

Thirdly, it is essential to devclop leadership qualities in employees.
Such leadership qualities are neceded in all people expected to coordi-
nate and supervise the work of other people. The supervisory officer ‘
should be able to interbret policies ond programmes and direct people i
in his departument, He should also be able to make his colleagues work
as a teoryy, obtaining the maxirmm response from them, Further, he should
be in a position to analyse the problems likely to arise, and be capable
of developing the necessary approaches and fechniques to solve then,
At the managerial level, these tasks become very iﬁportant. ¥ .

Fourthly, the cooperative movements in many advanced countries have
dttempted to cnsure that their junior employces are able to assume
progreésively higher rGSpoﬁsibilities including the managerial positions;
provided they have the necessary potential and go through the requisite
training. PFor instance, a handbook given to the young eriployees of
the London Cooperative 8001ety points out their opportunities in the
following manners

"If you have the desire and the will to improve your position,

there is scarcely any limit to the opportunities ahead of you.
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"1t is the policy of the Committee of Management, as far as possible;to
£i1l the higher posts from the ranks of our own staff, The present
‘general nanager started with the society as a boys the present secw
retary sta}ted as an office junior and most of the other leading _
positions in the society ave filled by nen with a similar background
who have gualified by hard work and loyal sexrvice for the positions

they now occupy“.T

_ This objective of &eveloping the potential telent of employees has
far-reaching importance: (i) As = fesult, the loyalty of erployees to the
cooperative movement will be great, (1i) The movenent 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 educom
tions In the early stages of development the cooperative wovements,
even in advanced countries, were not able to pay wages high enough to
attract people already well-trained. (iii) The poorer industrial workers;
for instance, had established cooperative_sqcieﬁies and naturvally desired
to develop the employees who were usually drawn from their own ranks
or from among people similarly situated. Thus the persongel policy of
the coOperafive movenents in advanced countries was forced upon them
and the movements made a virtue of their necessity by developing suitable
training programmes. The developing movencnts in South-East Agia are
by no means affluent, However, their present training programmes |
usually are not so fashioned as to allow junior employees, as o natter
of course; to ﬁarticipate in courses qualifying them for higher jobs
in the novenent, The wmphasis on university degfee for admissions to
higher courses in the cooperative training colleges appears inconsgistent
with both shrewd business acumen and the ideology of a movement em@hasising
the worth of the individual. !

3.4 Some Considerations for Determining Objectives
Firstly, the emphasis on the various dbjectives in the training proge
rarmes for different groups must differ with the types of persdns in view,

For instance, the emphasis on developing skills will naturally be greaﬁer
for junior employees than menagerial personnel, Secondly, the costs of
a training programme will be an important consideration in developing
the training prograrmes for wvarious personnel, Iﬁ this connection, the

possibility of utilizing the correspondence courses slongside the
training courses in the cooperative schools-and colleges should be
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congidered. The enployment period of the perscnnel with the cooperative
organizations could algo be utilized by proper plenning as an excellent
opportunity for practical training, A further important question in
this connection is which of the two systens will be more effective and
economicalethe_long}and comprehensive basic course or a serdies of shord
courses organized at suitable intervals, Pinally, %he\guestion of plan-
ning training courses for the junior employees in a manncr that will
help able employees to qualify gradually for participation at higher -
level courses should be examined, This objective may 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 gualifications, In such
cases,; the training prograrmes should be formmlated in the context of
the cooperative and business training which such persons already
possess, For instance, the persons who are technically qualified in
the f£ield of personnel nmanagement or sales nanagenent,; would not need
technical training in those fields. However, they should be given sone
cooperative orientation. With ragrd to othor university gradustes,; having
degrees either in econonics or sociology, it would not be necessary to
give them training in social studies but they will hove to be:given some
lnowledge of the ideology, structure and problens of the movement, and
will have to be trained in handling technical tasks, In the above men-
tioned ladder system of training, it mey be possible tc admit people,
having university education, to courses at scmewhat higher levels, such
as the courses for intermediate or managerial personnel,

345 Eersonnel of Govermment Cooperative Departoent

The objectives outlined earlier would also apply to the various typeb
of personnel in the govermment cooperative departments, The aims of
training govermment personnel would be %o inculecate faith in the ooopﬂ
erative novement, to develop in them both skills for their specific jobs
and qualities of leadership; The training programmes for thenm will have
to be'arfanged in the context of their tasks, The various tasks per-
formed by the government personnei are the sponsoring and supervision
orgonization of cooperative societies, ensuring that legal provisions

of the cooperati}e socleties acts are observed, the carrying out of
 gtatutory audit, provision of fimancial assistonce and technical guidance,
and finally, the formuilation of policies and programmes for strengtheming
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and expanding the cooperstive rovement. In seversl cases, the employees
of governaent cooperathL departments are also deputed to work ln COOp=
erative societies, If the various tasks mentlonod above are L0 be perw
- formed efficiemtly, it is essential ‘that specialization ought %o be -
developed amongst the varloue zovernnental personnel by providing them
with a- tralning sulted fer carrying out their epeciflc tasks, For PuT-
peses of speclalized training gevernment gmployces Lay be divided into
the following three categnhries:

Extepsien workers and coopérntive officers concerned with legal

work and the registering cnd supervision of cooperntives,

Persons who would be concerned with providing tochnical advice

and-finanpial assistones, . _ _

| Personnel who may be deputed to work as busincss nanagers in

cooperatives
While some uniform training nay be given to all these categories, it 1s
essential to erphosise the special aspects in their training programes
relevant to the tasks they will perform later oﬁ. It is also necessary
to onsure thot employecs are not tronsferred to entirely dissindlar |
jobs, for instance from cxtension work to auditiﬁg. Transfers should
naturally be restricted to allicd jobs. -

3.6 Some Considerations ,

In South-Bagt Asin, the cooperative training colleges have concen-
trated to o considerable extent on training the employees of govermmeny
cooperntive departnments, While this is useful in developing competence
anongst the govermment officers, it is equally necessary to train the _
personnel of the cooperative movenent, Secondly, in several cooperative
troining centres in the Reglon, officers of government cooperative
departments and employees of cooperative institutions are given the saue
type of tRaining, While some unity may be necessary in the training
provided to the various persontel, it is essential to vary the training
programes according to the ecénomic form of cooperative organization

concerned and the tasks the personncl will have to.perfonmy'

4, CONCLUSION

Member education and employee training are very important in the
cooperative novement if the cooperatives are %o develop on sound lines,
It has been suggested that menber educatlon should be directed towards
the realistic cducation of potential members concerning the benefits
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of organizing cooperatives and the manner in which cooperatives should

be prganized'and properiy managed; Secondly, member education should
sirr to de?elop rneuber loyalty and to iﬁform the menbers on the principles
and organizational structure of cooperatives and their problens, A
further imporvant aim is the development of a steady supply_bf leaderg
fron 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 which they work and the

tasks they have tc perform, In view of this, while some subjects may .
be taught in common to all cemployees, it is necessary to develop speciale-
ization anongst the personnel both in cooperative institutions and in
the govermment cooperative departments. The aims of training the
employees would be %o develop skills in then for performing their

tasks, for developing leadcrship qualitiesland instructing them on the
cooperative ideaclogy, its organizatbional structure and the problems of
the novenent, The orphasis on specific objleotives would vary dependihg .
upon the ecategories of employees such ag junior,  intermediate and Mafin-
gerizl personnel, It has been further suggested that the training
should be job=orionted and showld emphasise business nanagenent asgpects

for employces of ceoperative institutions,

e oy A AR i g st
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ASIAN CONPERENCE OF COOPERATIVE MANAGEMENT
PHILIPPINE VILLAGE HOTEL, DECEMBER 1 ~ 6, 1975
MANITA, PHILIPPINES = |

RECOMMENDATION CONCERNING THE ROIE OF GO~OPERATIVEST
IN THE ECONCMIC AND SOCTAL DEVELOPMENT OF DEVELOPING
GOUNTRIES

1, Paper presented at the Asian Conference on CooPemtivé_Hamgement
held in Manila, Philippines,; December 1 - 6, 1975,
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INTERNATIONAL LABOUR CONFERENCEH

Recommendation 127

RECOMMENDATION CONCERNING THE KOLE OF
. COCPERATIVES IN THE ECONCMIC AMD SOCTAL
DBEVSLOPMENT OF DEVELOPING COUNIRIES

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:° )

Lo I -~ SCOPE

1, This Rgcommendation applies to all categories of co-opera=
tives, including consumer co-operatives, land imp:ovement Co=
operatives, agricultural productive and processing co-operas
tives, rural supply cooperatives, agricultural marketing co=
operatives, fishery co-operatives, service co~operatives, han-
dicrafts co-operatives, workers'! productive co~operatives, la=-
bour contractlng co-operatives, co~operative thrift and Ere-
dit societies and banks, housing co-operatives, transport co-
operatlves? insurance co-operatives, and health co-operatives,

II, OBJECTIVES OF POLICY CONCERNING COOPERATIVES

24 The establishment and growth of cooperatives should be
regarded as one of the important instxuments for ecdnomic, d
social and cultural development as well as human advancement
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in developing countries,

3+ In particular, cooperxatives should be established and

developed as a means of =

(a)

(b)

{c)

(d)

- (£)

improving the economic, social and cultural situa=-

tion of pexson of limited resources and opportuni=

ties .as well as encouraging their spirit of initiae=
tive; o ' '
;ncreasing personal and national capital resources by
the encouragement of thrift, by eliminating usury and
by the sound use of credif;

contributing to the economy an increased measure of de-
mocratic control of economic activity and of equitable
distribution of surplus;

increasing national income, export revenues and eMw-

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 fhe develop=
ment of modern industries, preferably scattered, pro=
dessing local raw materialsjy

improving social conditions, and supplementing so-
cial services in such fields as housing and, where

. appropriate, health, education and communicationsg

helping to raise the level.of general and technical

- knowledge of their members,

4. Governments of developing countries should formulate and

carry out a policy under which co~operatives receive'aid and

encouragement, of an economic, financial, technical, legisla-.

tive or other charactér, without effect on their independence.

5, . (1)

In elaborating such a policy, regard should be had

to economic and social ¢ onditions, to available resources and

to the role which cooperatives can play in the development

. of the country concerned,



360
ACCM -~ BPD
Recommendation (ILO)}

3

(2) The policy should be integrated in devélopmeht plans
‘in so far as this is comsistent with the essential features

of cooperatives,

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 and, where possible, application of the policy.

8. The cooperative movement should be encouraged tc seek the
collaboration in the formulation and, where appropriate, ap=
plication of the policy, of organisations with common objec=
tives, |

9, (1) The governments concerned should associate coopera=-
tives on the same basis as other.undertakings wi th the formu=-
lation of national economic plans apd other general economic
measures, at least whenever such plans and measures are liae
ble to affect their activities, Cooperatives should also be
associated with the application of such plans and measures

in so far as this is consistent with their essential charace

teristics.

(2) For the purposes provided for in Paragraph 7 and Para-
graph 9, subparagraph (1), of this Recommendation, federations
of cooperatives should . be empowered to represent their member

societies at the local, regional and national levels,

I1Y, WMETHODS OF IMPLEMENTATION
-BF POLICY CONCERNING COOIrERATIVES

u

1

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 regula tions which may have the effect of unduly restricte-
ing the development of cooperatives thxoﬁgh discrimination,
for instance in regard'to taxation or the allocation of licene
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ces and quotas, or through failure to take account of the spe-
cial character of cooperatives or of the particular rules of
operatio? of cooperatives;

(b) to avoid the inclusion of such provisions in future
laws and regula tions;} '

(c) to adapt fiscal laws and regulations to the special
conditions of cooperatives, '

11, There should be laws or reguiations specifically con=-
cerned with the establishment and functioning of cooperatives,
and with the'protection of their zight to operate on not less
than equal terms with other forms of entexprise, These laws
or regulations should preferably be applicable to all cate-
gories of cooperatives, '

12, (1) Such laws and regulations should in any case in=

c¢lude provisions on the following matters:

(a) a definition or description of a cboperative bringe
ihg out its essential characteristicé, namely that it is an
association of persons who have voluntarily joined together
to achieve a common end through the formation of a democratie
cally controlled organisation, making equitable contributions
to_thé capital required and accepting a fair share of_the
risks and benefits of the undertaking in which the members

actively participate;

. ’ I‘. .
(b) a description of the objects of a cooper&tlye,-and
pracedures for its eatablishment and zegiétration, the amend=-
ment of its statutes, and its dissolutiony

(é) the ¢onditions 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 time
allowed for full payment; as well as the rights and duties of
members, which would be laid down in greater detail in the
by=laws of coopératives; | '
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(d) methods of administratioﬂ, management and internal
audit, ahd procedures for the establishment and functioning
of competent,organs;

(e) the protectibn of the name /"Co-operative®hy
_ P

(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 Yegu-
latiohs, in particular the procedures for registration,
should be as simple and practical as possible, so as not to
hindér the creation and developmeht of cooperatives,

13, Laws and regulations concernlng cooperatives should

authorise cooperatives to federate.

B, Education and Training

14, Measures should be taken to disseminate a knowledge of
the principles, methods, possibilities and limitations of .
cooperatives as widely as possible among the peoples of de~

veloping countries.,

15, Appropriate instruction on thie subject should be given
not only in cooperative schools, colleges and other specia-
Vo . ,
lised centres but also in educational institutiong‘sych as: =
(a) universities and centres of higher educationj
{(b) teachers?! training colleges;

(¢) 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 promqting pracfical experience in co=-
operétiue 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 princie

ples, methods and possibilities of cooperatives,

18, Full use should be made of such media of instruction as
text;bobks, lectures, seminars, study and discussion groups, ‘

mobile instructors, guided tours of cooperative undertakings,
the press, films, radio and television and other media of mass
communication, These should be'adapted to the particuiar con=
ditions of each country, B

19, (1) Provision should be made both for appropriate technia -
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® provide
such training, which should be given by specialised® teachers
or leaders of the cooperative movement with teaching mafe--
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,géchools

of administration and schools of commerce,
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(3) The use of special prBgrammes 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 cultural
conditioné, 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 toc growth or transform 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 guas
rantees, '

(2) Grants and reductions in or exemptions from taxes ma&
~also be provided, in particular, to help finance =
(a) publicity, promotional and educational campaigns;
(b} certain clearly defined tasks in the public inte=-

rest,

22, Where such aid cannot be provided by the coopeiative
movement,it should preferably be given by the State of other
public bodies, although it may, if necessary, come from pri-
vate institution., Such aid should be coordinated so bs to
avoid overlapping and dispersal of rescurces,

23, (1) Grants and tax exemptions or reductions should be

subject to conditions prescribed by national laws or regulae
tions and relating in particub r toc the use to be made of the
aid and the amount therof; the conditions.of loans and credit

»
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guarantees may be determined in each case,

(2) The competent authority should ensure that the use
of financial aid and, in the case of.a loan, its repayment,

are adegquately supervised,

24, (1) Financial aid from public or semi~public sources
should be channelled thfough a national cooperative bank or,
failing-tha%, another central cooperative institution capa-
ble of assuning responsibility for its use and, where Appro-

priate, repaymentj pending the esteblishment of such imtitue

tions the aid may be given diresctly to individual cooperatives, -

_ (2) Subject to the provisions of Paragraph 20, subparae
graph (2), of this R_commendation, financial aid from private.
institutions may be given directly to individual cooperatives,

T

Administrative Aid ~

25, While it is essential tbat 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 perxiod only =~

{a) assist the cooperative in obtaining and remunerating
competent staffj | .

(b) place at the disposal of the cooperztive persons com~
petent to give guidance and advice,

|}‘ .

26, (1) Generally, cooperatives should be zble to iobtain gui=
dance and advice, which respect their autonomy and tﬁe:res—
pbnsibilities of their members, their organs and their staff,
on métters relatiny to management and administration, as well
as on technical mattars, ' '

(2) Such guidance and advice should preferably be given
- by a federation of cooperatives or by the competent authority,
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D, Supervisicn and Responsibility for Implementétion

27« (1) Cooperatives should be subject to a form of supervi=-
sion designed to ensure that they carry on their aqtivities

in eonforﬁity_with the objects for which they were established
and in accordance with the lawe

(2) Supervision should preferably be the responsibility

of a fedexation of cooperatives or of the competent authority.
, D

28, Auditing of the adcounts-cf cooperatives affiliated to a
federation of cooperatives should be the responsibility of

that federationy 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 ase
sume the taske '

29, The measures referred to in Paragraphs 27 and 28 of this
Recomméndation should be so planned and carried out as to =

(=) susure good management and administration of cooperatives}
(b) protect third partiessy

(¢) provide an opportunrity of comple ting the education and
training of the officewbearers and members of the staff
of cocperatives through practice and through critical
examination of mistakes,

30, (1) The functions of promoting cooperatives, pro#iding
for education concerning cooperatives and for the training of
office~bearers and members of the staff of cooperagiyes, and
giving aid in their organisation and funcfioning, should"

. preferably be performed by one central body so as to ensure
coherent actione

(2) The perforxmance of these functions should preferably
be the mesponeibility of a federation of cooperativesj pendw-
ing the establishment.of such a body the competent authority
or, where appropriate, other qualified bodies; should assume
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the taske

31, (1) The functions xeferred to in Paragraph 30 of this Res
commendation should, wherever possible, be discharged as fule
time work,

(2) Tﬁey should be performed by persons who have received
training specifically directed towaxrds the exercise of such
functions; such.training should be previded by specialised
institutions,or, wherever suitable, through specialised courw=
ses in schools and colleges referxed to in Paragraph 19 of
. this. Recommendation, '

32, The competent authority should collect and publish at
least once a year & report and statistics relating to the ope=-
rations and growth of cooperatives in the national economy.

33. Where the serxvices of federations of cooperativés ox of
other existing institutions cannot adequately meet the need
for research, exchanges of experience and publications, spee
cial institutions, serving the entire country or several re=
gions, should, if possible, be established,

1Ve INTERNATICNAL COLLABORATION

34 (1) Members should, to the greatest extent possible, colla=
bbrate in providing aid and encouragement to cooperatives in

developing countrxies,

(2) Such collaboration should be envisaged =

(a2) between deﬁeloping countriess " L

(b) between countries of a particular region, espe=-
cially within the framework of regional organim
sations, where such exist; and

(c) between countries with an old-establighed coope=

rative movement and developing countries,

EE ..,..._---r' * - . - - -
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(3) As appropriate, the help of national cooperative or-
ganisations should.be enlisted for such cecllaboration, and
use should be made, particularly with a view to the co-ordi-
natioﬁ of international effort, of international cooperative
organisations and other interested international bodfes,

(4) The collaboration should extend to such measures as =

(&) the increased provision of technical assistance to the
cooperative movement of developing countries, wherever)
possible in the form of coordinated pzogtammes involving
different agencies, both inter-governmental and non~-go~-
vernmentals

(b) the preparation and supply of information, textbooks, au=
diowvisual aids and analogous material to assist in the
drafting of legislation, in instrxuction on cooperation
and_in'the training of office~bearers and'qualified staffs
of cooperativesy ' '

(¢c) the exchange of qualified personnelj

(d) the grant of fellowships;

(e) the organisation of international seminars and discuse
sion groups; _

(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,

Ve« SPECIAL PROVISIOMNS CONCERNINS THE ROLE
OF COOPEEATIVES IN DEALING WITH PARTICULAR PROBI.J;.-?,MS
] . o !

. . !
35. It should be recognimed that coeperatives may, in cere.

tain circumstances, 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 implementa=-
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 Recommendation, \ | '
|
ANNEX

1. In view of their importance as a means of premoting ge-
neral economic and social pfogress and as a means of directly
associating the rural population with the development process
as well as in view of their educational and cultural value,
cooperatives should be considered as having a vital role to

play in programmes of agrarian reform,

Z2e Cooperatives should be used as a means of assessing the
problems and interests of the rural population in the plan=
ning and preParation of agrarién ﬁeform measures, They
should - also serve for channelling information among agricul=-
turists and making.the purpose, principles and methods of such
reforms understood, | |

36 Particular attention should be paid to the deVelopmen;
of appropriate forms of cooperatives adapted to the-variousi
patterns and phases of agrarian reform, They should enable
cultivators to operate holdings effiéiently and productively
and allow for the greatest possible initiative and participam

tion of the membership,

44 Where appropriate, suitable.voluntary forms of cooperam
tive land use should be encouraged. These forms may range |
from the organisation of certain services and farming operaw
tions in common to the complete pooling of land, labour and
equipment. ' |

5; Wherever appropriate the voluntary consolidation of
fragmentary holdings through cooperatives should be encouraged.

6+ In cases where measures are being'envisaged for the
transfer of ownexrship or division of large estates, due con=.
sideration should be given to the oXganisation by the benefi-

ciaries of cooperative systems of holding or cultivation,
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7+ The establishment of cooperatiyes should also be consiw
dered in connection with Iand settlement schemes, especially
.as regards }and reclamation and improvement measures and the
organisation.of joint services and joint farming operations
for settle rs, '

84 Development of cooperative thrift and credit societies
and cooperative banks should be encouraged among the benefia-.
ciaries of agrarian reforms as well as among other small fare
ners for the purpose of = _

(z) providing loans to cultivators foxr the purchase of equipe
ment and other farm requisites;

(b) encouraging and assisting cultivators to save and accumue-
la te cepitalj _

(¢) advancing loans to, and promoting thrift among, agricule

tural families, including those of hireé workers, who normale

ly would not have access to established sourxces of cxedity

(d) facilitating the implemen{ation of special governmental
credit sdhemeS'through an efficient cbanneliﬁg 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 milt i=purpose
cooperatives should be encouraged for the purpose of -
(z) the joinf purchase and supply of farm requisites of good
quality on favourable terms}

(b) the supply of basic domestic requirements for all catego-
< .
t
(c) the joint conditioning, processing and marketing of agrie

ries of agricultural workersg

cultural products,

10, BEncouragenment should'be giben to the development of
cooperatives providing farmers with other services such as
the joint use of farm machinexy, electrificatibp,.livestocﬁ
breeding, the provision of veterinaxy and pest control ser-
vices, facilities for irrigation, and crop and livestock

insurances,
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H

11, With a view to improving employment opportunities,
working;conditions and income,. landless agricultural workers
should be assisted, where appropriate, to ocrganise thems
selves voluntarily into labour contracting cooperatives,

: 12, Agricultural cooperatives of different 1o¢alitieSgin'
areas in which agrarian reforms are being implemented should
be encouraged tc combine their activities where this is ecow=
nomically advantageous,

13, Due consideration should also be given to the encou=-
ragement and development of tther types of cooperative actie -
vities providing full or part timeﬁnon;agricultural employs=.
ment for members of farmers®! families (for instance, crafts,
home or cottage industries) adequate 'distribution of consu=-
mexr goods, and social services which the State may not ale-
ways be in a position to provide (for instance, health, edu-
cation, culture, recreation or transport)s

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,’

.ﬁ:mr
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CONFERENCE MEMORANDUM ¥O, 3

SUBJECT ¢ STUDY VISITS, Decembor 5 and 6, 1975

70 ALL PAR‘I‘ICIPANTS/OBSERVERS"

Following is the schedule of the study visits for par'bicipants and
observers of the Asian Conference on Cooperative lanagement,

§

DECEMBER 5 STUDY VISITS
7:00 Departure from hotel
8:00 Arrival)l at Los Bafios
Breakfast
Hosts ACCI

Vigit to, and briefing on Agricwltural Credit
and Cooperative Institute and Int*l, Rice
Research Institute actlvrbles, tour of UPLB

Compound
12:00 Departure from Los Bofios
12:15 Lunch at Cafe Valenzuela, Calamba, Laguna
1:30 Departure for Tagaybay City
3:00 Sightseeing in Tagaytay and shacks
5:00 Departure from Tagaytay |
6:30 . Arrival at Philippine Villags Hotel
DECEMBER 6 STUDY VISITS, CONTINUED
8:00 Departure from hotel
8: 4% onwards Visit to UP Consumers CooPerat:Lve and UP Compound,
Clsp, CMSP, GMCC UST Cooperative and U.5.T,
. Facilities
- 12:00 onwards - Lunch at Tuau Restaurant

Fort Santiago, Cultural Center, Rizal iPaI‘k, ete,
and Shopping Centers (Makati)

6:30 Back to hotel
The areas to be visﬁ;“héd will allow participanis to é.o some shopping.

In addition, we have Specifically schedulod the afternoon of December 6
-ag shopping time for ~dl1 interested parties,

We would like %o conduct the visits punctua.‘.t.iy. according to schedule s
and we are soliciting your cooperation in this regoard.

EEN P, FAUSTINO
Conference Chalrman



