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REGIONAL SEMINAR ON PERSONNEL MANAGEMENT IN COOPERATIVES
27 September to  16 O ctober/1971 i New D e lh i/In d ia

R E P O R T

In tro d u c t io n

A R egion al seminar on Personnel Management in  
C ooperatives was j o i n t l y  h e ld  by the ICA R egional O f f i c e  
and Education Centre fo r  South-E ast A sia and the N ation al 
C oop era tive  Union o f  In d ia / a t  New D elh i from 27th September 
to  16th O ctober, 1971.

T w en ty -five  p a r t ic ip a n ts  from  In d ia , In d on esia ,
Ira n , R ep u b lic  o f  K orea, M alaysia , N epal, the P h il ip p in e s , 
S ingapore and Thailand attended  th e sem inar. Mr P .S . B arr- 
Kumarakulasinghe, from the I .L .O , attended  as an o b se rv e r . 
The ICA RO & EC p rov id ed  R esource Persons fo r  the seminar 
from In d ia , M alaysia and Sweden. Mr J.M . Rana, D ire c to r  
(E d u ca tion ), ICA R eg ion a l O f f i c e  and Education Centre fo r  
South!-East A sia  was the D ir e c to r  o f  the Seminar.
Dr Dharm V ir ,  j o i n t  D ir e c to r  (Education) a s s is te d  in  the 
con duct o f  th e  seminar as i t s  A s so c ia te  D ir e c to r .

The seminar was inaugurated  by the -H on 'ble 
Shri Fakhruddin A li  Ahmed, M in ister  f o r  A g r icu ltu re , 
Government o f  In d ia  on the 27th September in  the p resen ce  
o f  .a d is tin g u ish e d  g a th erin g  which in c lu d ed  the H on 'b le  
ghri A ,P . Shinde, M in ister  o f  S ta te  in  the M in istry  o f  
A g r ic u ltu r e , Government o f  In d ia , Count C.G. B ie lk e , 
C ou n se llor  o f  the R oyal Swedish Embassy in  In d ia , and 
Mr G eorge H utton, R ep resen ta tive  in  In d ia  o f  the F.A.O .



2

Dr R .C . D w ivedi, D ir e c to r ,  N ation al C ooperative  Union 
o f  In d ia  welcome^ the d e le g a te s  on b e h a lf  o f  the co o p e ra t iv e  
movement in  In d ia . Mr P .E . Weeraman, R egion al D ire c to r  
o f  ICA R egion al O f f i c e  & Education Centre p res id ed  over 
the in au gu ra l s e s s io n .

A copy o f  the seminar programme and l i s t  o f  p a r t ic ip a n ts  
are  appended h e r e to .
Present, p o s it io n  -  Background Papers :

The p roceed in gs o f  the seminar s ta r te d  w ith  
th e  p resen ta tion  o f  papers by the d e le g a te s  from the. 
p a r t ic ip a t in g ' 'cxiuntties g iv in g  a d e s c r ip t iv e  accou n t o f  the ' 
p erson n el p o l i c i e s  and p r a c t ic e s  in  th e ir  r e s p e c t iv e  
o rg a n is a tio n s  as a ls o  in  the c o o p e ra t iv e  movement in  th e ir  
r e s p e c t iv e  c o u n tr ie s . The p resen ta tion  o f  th ese  papers and 
d is c u s s io n s  thereon p rov id ed  to  the seminar n ecessary  
background in form a tion  fo r  subsequent d is cu s s io n s  on q u estion s  
o f  person n el p o l ic y  and’ person n el management p r a c t ic e s .

I
A ll  the p re se n ta tio n s  were fo llo w e d  by in q u is i t iv e  

e n q u ir ie s  about the d e t a i l s  o f  the c o o p e ra t iv e  s tru c tu re  and 
p erson n el p o l i c ie s  in  d i f f e r e n t  o rg a n is a t io n s  and co u n tr ie s .
The M alaysian and South Korean p re se n ta tio n s  appeared to  
evoke p a r t ic u la r  in t e r e s t  among the p a r t ic ip a n t s .  The 
M alaysian ex p erien ce  w ith  regard to  the developm ent o f  s k i l lS  
in v e n to r ie s  as the b a s is  f o r  ca reer  developm ent p lanning was 
con sid ered  to  be a good model fo r  co o p e ra t iv e  in s t i t u t io n s  
elsew here to  em ulate. " L ikew ise the South Korean s tru c tu ra l 
arrangem ents under which the N ation al A g r icu ltu ra l F ederation  
i s  r e s p o n s ib le  fo r  person n el a d m in istra tion  in  the re g io n a l 
fe d e r a t io n s , and the re g io n a l fe d e r a t io n s , in  tu rn , take the 
r e s p o n s ib i l i t y  f o r  ad m in isterin g  person n el in  the prim ary le v e l  
c o o p e ra t iv e s  a t t r a c te d  a tte n t io n  as a model worth experim enting 
w ith , elsew here, in  the R egion . Of p a r t ic u la r  in t e r e s t  in  the 
South Korean p resen ta tion  was the f a c t  th a t the N ation al 
A g r icu ltu ra l C ooperative  F ederation  met thd d e f ic ie n c y  towards 
the payment o f  bonus to  i t s  own em ployees as w e ll  as to  th ose

<r -  •

o f  i t s  a f f i l i a t e s  du rin g  the years when th e  p r o f i t s  were in adequ ate .
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R ole  o f  the P ersonnel Function

F ollow in g  the p re sen ta tion  o f  background 
papers by the d e le g a te s  rep resen tin g  the co o p e ra tiv e  
movements in  d i f f e r e n t  c o u n tr ie s , a paper on the r o l e  o f  
person n el fu n ction  in  a bu sin ess e n te rp r is e  was p resen ted .
The t e x t  o f  the paper i s  appended in  the ahnexure. I t  i s  
a ccep ted  by a l l  th a t the human reso u rce  i s  unique in  th at 
i t  stands apart from the o th er  re sou rces  in  an e n te r p r is e .
In f a c t  the u t i l i s a t i o n  o f  the o th er  resou rces  depends 
v ery  much on how t h is  dynamic and com plex re so u rce  i s  
handled by the management. The management has to  gain  
fa m il ia r i t y  w ith  the fin d in g s  o f  the v a r iou s  s o c ia l  s c ie n c e s  
w hich have been engaged in  the d i f f i c u l t  task  o f  prpbing 
in t o  human behaviour and d is c o v e r in g  i t s  m ain -springs and 
m a n ife s ta tion s  w ith  the o b je c t  o f  re g u la t in g  and ch a n n e lis in g  
i t  f o r  the accom plishm ent o f  o rg a n is a t io n a l g o a ls . S in ce 
every  manager has to  d e a l w ith  men, he has the fundamental 
r e s p o n s ib i l i t y  f o r  th e  management o f  human resou rces  w oik in g  
under h is  d i r e c t io n .  But co n s id e r in g  the com plex ity  and 
magnitude o f  the ta sk , p a r t ic u la r ly  in  the la rg e r  o rg a n isa tion s*  
i t  i s  n ecessary  to  p rov id e  a s s is ta n ce  to  the l in e  managers 
in  the management o f  personn el by g iv in g  them the b e n e f i t  
o f  the s p e c ia l  con cep ts  and techn iques in  the f i e l d  o f  
p erson n el management. This makes i t  n ecessary  fo r  -la rg er 
o rg a n is a t io n s  to  employ s p e c ia l i s t s  to  a d v ise  and a s s is t  
th e  gen era l managers in  the form u lation  and im plem entation 
o f  p erson n el p o l i c i e s .  The growing co o p e ra t iv e  o rg a n is a tio n s  
a ls o  need to  g iv e  s u f f i c i e n t  and p o in ted  a tte n tio n  to  t h is  
need and take step s to  d eve lop  a p roper o rg a n isa tion  and 
system f o r  p erson n el a d m in istra tion , as i s  b e in g  done by 
p r iv a te  and p u b lic  s e c to r  e n te r p r is e s .

A personn el departm ent in  any co o p e ra t iv e  
o rg a n is a t io n  has to  perform  th ree  m ajor fu n ction s  s (a) to  
secu re  and m aintain the r ig h t  q u a lity  and the r ig h t  number o f  
p e rso n n e l, (b) t o  h e lp  in  b a la n cin g  o rg a n is a t io n a l and
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em ployees ' in d iv id u a l n eed s , and" <c) to  h e lp  the. management 
in  f u l f i l l i n g  the o b l ig a t io n s  o f  the e n te rp r is e  to  the 
community. The p erson n el s p e c ia l i s t  and h is  s t a f f  must be 
a v a ila b le  to  managers and o th er  em ployees a t  a l l  the 
d i f f e r e n t  le v e ls  o f  management and must a cce p t  the responsir- 
b i l i t y  f o r  d eve lop in g  and m aintain ing the communication 
system in  the o r g a n is a t io n . The main tasks o f  personn el 
managers in  co o p e ra tiv e  o rg a n is a tio n s  would be  the fo llow in g . :

( i )  A s s is t in g  the management in  d ev e lo p in g  a proper 
o rg a n is a t io n a l s tru ctu re  by c le a r ly  form u latin g  
the sta tu s  h ie ra rch y  and i t s  r o l e ,  and p r o je c t in g  
the personn el needs over a s u f f i c i e n t l y  lo n g  p e r io d  
to  plan fo r  o rg a n is a t io n a l developm ent and 
m anagerial su cce s s io n ,

( i i )  A s s is t in g  the management in  d ev e lop in g  and 
op era tin g  th e  system o f  rewards and punishment w ith  
the o b je c t  o f  encouraging the d e s ire d  kind o f  work 
behaviour on .the p a rt  o f  the em ployees. The system 
o f  rev:---.r,'',E and punishment should  in c lu d e  both

, monetary and non-m onetary fa c to r s  which are known to  
have a b ea rin g  on the m otiva tion  o f  p erson n e l. Salary 
and wage d i f f e r e n t ia l s  must be based  on d iffe re n ce 's  
in  fa c to r s  l ik e  s k i l l ,  r e s p o n s ib i l i t y ,  e f f o r t ,  working 
co r< lit io n s , e tc*  w ith in  the framework o f  the o rg a n isa 
t io n .  A b a s ic  d e c is io n  to  be taken by the management 
i s  about the p ro p o rt io n  between m onetary and non—- 
monetary com pensation. I t  w i l l  be u s e fu l f o r  the 
managements to  co n s id e r  what p a rt  o f  com pensation can 
b e  g iven  to  the employees in  the form o f  f a c i l i t i e s ,  
b e n e f i t s  and s e r v ic e s .  Of co u rse , the s tra te g y  w i l l  
vary  a ccord in g  t o  the e x p e c tr t io n s  o f  the em ployees 
and the resou rces  a v a ila b le  a t  the d is p o s a l o f  the 
management.

( i i i ) O rganising t r a in in g  and developm ent o f  em ployees
to  enable them to  cope w ith  the changes tak ing p la ce  
in  te ch n o log y , jo b  d es ig n , and o rg a n is a t io n a l s t r u c tu r e s . 
In th is  co n n ection , a tte n t io n  w i l l  a ls o  have to  be 
p a id  to  a v a i l in g  the tra in in g  f a c i l i t i e s  a v a ila b le  
o u ts id e  the o r g a n is a t io n .

(Lv) Management o f  in d u s t r ia l  r e la t io n s  i s  an im portant
r e s p o n s ib i l i t y  o f  person n el m an agers._ I t  may be noted  
h ere  th at in d u s t r ia l  r e la t io n s  can n o t be improved 
sim ply by g iv in g  more b e n e f it s  to  the em ployees. 
E xperience shows tha't g iv in g  a b e n e f i t  o f t e n  c re a te s  
more problem s than n o t  g iv in g . The personn el manager
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h a s , th ere fore#  to  d i r e c t  h is  a tte n t io n  towards 
a ju d ic io u s  d is t r ib u t io n  o f  b e n e f i t s .  He has a ls o  
to  d e c id e  upon the opportune tim e so th a t a b e n e f i t  
g iven  to  the employees w i l l  have the d e s ire d  e f f e c t .

(v) C reatin g  co n d it io n s  w ith in  the o rg a n isa tio n  where 
in d iv id u a l and group behaviour co n tr ib u te s  to  
achievem ent o f  o rg a n isa tio n  o b je c t iv e s .  The fundamental 
p r in c ip le  in  t h is  regard i s  th a t a co n tr ib u t io n  o f  an 
in d iv id u a l towards the o b je c t iv e s  o f  the o rg a n is a tio n  
should be more than the c o s t  in cu rred  on him. The 
b a s ic  needs o f  the employees should be  taken ca re  o f  
in  o rd er  to  ehsure proper le v e l  o f  jo b  s a t is fa c t io n  
on th e ir  p a r t .

C on siderin g  the f a c t  th a t many co o p e ra tiv e  
in s t i t u t io n s  may n o t  have the re sou rces  to  g e t  s u ita b le  
s p e c ia l i s t s  f o r  h e lp in g  them in  e v o lv in g  and im plem enting 
a system o f  person n el management, th e  seminar suggested  th a t 
th e  fe d e ra l co o p e ra t iv e  in s t i t u t io n s  should  h e lp  th e ir  
a f f i l i a t e s  in  t h is  ta sk . • A u s e fu l s e r v ic e  th at they cou ld  
e a s i ly  render to  t h e ir  member o rg a n is a t io n s  i s  the p rep ara tion  
o f  manuals con ta in in g  guidance on m atters r e la t in g  to  
person n el a d m in is tra tion . 'The co o p e ra t iv e  fe d e ra t io n s  should 
a ls o  form ulate# in  co n su lta t io n  w ith  t h e ir  a f f i l i a t e s  agreed 
person n el p o l i c i e s  and p r a c t ic e s  to  be fo llo w e d  by them.

An im portant and h a rd -p ress in g  ch a llen g e  th at 
a l l  en terp rises#  in c lu d in g  co o p e ra t iv e  org a n isa tion s#  fa c e  
today i s  the demand f o r  h igh er w ages. There i s  a gen era l 
f e e l in g  th a t wages a re  low in  co o p e ra t iv e  o rg a n is a t io n s .
This must be p ro p e r ly  and prom ptly look ed  in t o  by th£ managements 
so th a t  adverse p s y c h o lo g ic a l f e e l in g s  in  co o p e ra tiv e  em ployees 
can be removed and a sense o f  fa ir n e s s  a ch iev ed . Steps 
towards sta n d a rd isa tion  o f  wages should a ls o  be con sid ered  
by the co o p e ra t iv e  o rg a n is a t io n s .

Some tim es in crea ses , in  wages can put p ressu re  
on the management to  in cre a s e  the p r o d u c t iv ity  o f  op era tion s*
a ls o  the management w i l l  be  com pelled  to  seek red u ction  in  
o th e r  c o s ts  e f f e c t in g  i t s  o p e ra t io n a l e f f i c i e n c y .  In th is  
connection# a r e fe re n ce  was made to  the p r a c t ic e  o f  some

i



6

p r iv a te  s e c to r  com panies o f  e s ta b lis h in g  o p e ra tin g  r a t io s  
f o r  wag6s as a percen tage  o f  the t o t a l  c o s t  and p assin g  
on any su rp lus a v a i la b le  in  a p a r t ic u la r  year to  the em ployees 
in  the form o f  b e n e f i t s .  This may be a b e t t e r  s tra te g y  as 
compared to  a s t r a ig h t  in c re a s e  in  th e ir  pay ra te s  because 
t h is  p r a c t ic e  g iv e s  a soipewhat g rea ter  scope  to  the management 
to  a d ju s t  the rem uneration and rewards to  the employees 
a cco rd in g  to  the w orking r e s u lt s  f o r  a p a r t ic u la r  y ea r .

I t  i s  one o f  the c e n tr a l tasks o f  management in  
any e n te rp r is e  to  form u late  and implement a com pensation p o l ic y  
th a t would re ta in  the person n el in  the o rg a n isa tio n  and would 
h e lp  d ev e lop  in  them a sense o f  commitment to  th e  e n te r p r is e . 
The seminar f e l t  th a t co o p e ra t iv e  o rg a n is a t io n s  should 
form u late  such wage s c a le s  and oth er terms o f  s e r v ic e  as 
would enable them to  a t t r a c t  and re ta in  b e t te r  q u a lity  o f  
em ployees. Such a p o l i c y  would im prove perform ance and 
stim u la te  growth o f  c o o p e ra t iv e  o rg a n is a t io n s .

Problems in  d ea lin g  w ith  the employees- :

Rewards to  s e le c te d  em ployees fo r  e x ce p t io n a llyf '
good perform ance are n ecessary  to  encourage" the b e t te r  
em ployees. This cou ld  a ls o  a c t  as a spur to  th ose  who are  n o t
a b le  to  a tta in  the d e s ire d  le v e l  o f  perform ance. However,, i t  
i s  n ecessa ry  to  make o b je c t iv e  assessm ent o f  the perform ance 
on t h e - jo b  and the g en era l beha-uour o f  the em ployees, w h ile  
ta k in g  d e c is io n s  about rewarding s e le c te d  em ployees. I t  i s  
f e l t  th a t such rewards w i l l  a ch ieve  the d e s ire d  e f f e c t  on ly  
i f  t h e ir  use i s  r e s t r i c t e d  to  e x ce p tio n a l ca ses and they are 
g iven  in  a form known to  be  more a cce p ta b le  to  the em ployees 
con cern ed .

To ensure th a t  the system o f  rewards and 
punishment p rov id es  a b a s is  n ot m erely f o r  h igh er ou tp u t but%
a ls o  serv es  as an instrum ent o f  p erson n el developm ent, i t  i s  
suggested  th a t the em ployees cou ld  be c l a s s i f i e d  on th e  b a s is
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o f  t h e ir  perform ance as : (1) ca teg ory  'A ' em ployees i . e .
th ose  showing p o t e n t ia l  fo r  very  rap id  growth, (2) ca teg o ry  

'B ' em ployees i . e .  th ose  who are  above the average bu t may 
n o t  be capab le  o f  v ery  rap id  growth, and (3) c a t e g o r y 'c ' 
em ployees i . e .  who a re  n o t  prom otable . The s tra te g y  fo r  
prom otion w i l l  have to  vary  a ccord in g  to  the p o te n t ia l  o f  the 
d i f f e r e n t  c a te o g o r ie s  o f  em ployees. S ince monetary reward 
i s  deemed to  be a ta n g ib le  r e c o g n it io n  o f  good perform ance, 
i t  may be  seen whether b e t t e r  em ployees can be g iven  s p e c ia l  
r a is e  in  th e ir  pay over  a term o f  two or  th ree  years  and 
prom otions a t  in te r v a ls  l i k e  f i v e  y e a r s . In a sen se , i t  w i l l  
b e  ju d ic io u s  to  undertake com pensation planning fo r  d i f f e r e n t  
ca te g o r ie s  o f  em ployees in  o rd er  to  p rov id e  a proper framework 
o f  reward to  them f o r  th e ir  growth and developm ent.

I t  i s  a common p r a c t ic e  in  the p u b lic  s e c to r  and 
the government departm ents to  r e la t e  prom otions to  the 
ed u ca tion a l q u a l i f i c a t io n s  o f  a p erson . While t h is  may be 
u s e fu l  i t  i s  n ecessa ry  to  see th a t  th ere  i s  a marked improvement 
in  the perform ance o f  the in d iv id u a l fo llo w in g  the improvement 
in  h is  le v e l  o f  ed u ca tio n . Prom otions and s p e c ia l increm ents 
w i l l  a ch iev e  th e ir  o b je c t iv e  o f  encouraging b e t te r  perform ance 
on ly  i f  t h is  p r in c ip le  i s  a ccep ted  and im plem ented. In 
d e v is in g  com pensation s tru ctu re  and in  adm in isterin g  th e  
com pensetion p o l i c y ,  the co o p e ra t iv e s  should con s id er  
form u lation  and in c e n t iv e  p lans both  fo r  in d iv id u a l employees 
and groups. V^hile in d iv id u a l in c e n t iv e  p lans pose problem s 
o f  work measurement, the group in c e n t iv e  p lans meet w ith  a 
problem  when d i f f e r e n t  standards have to  be s e t  f o r  d i f f e r e n t  
departm ents o r  s e c t io n s  o f  the o r g a n is a t io n . One p o s s ib le  
b a s is  f o r  the payment o f  group in c e n t iv e  bonus can be the 
r a te  o f  growth in  the perform ance o f  th e  d i f f e r e n t  -groups, or 
s e c t io n s .
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The m aintenance o f  d i s c ip l in e  i s  a problem  o f  
every  manager whether he i s  in  a co p p e ra t iv e  o rg a n isa tio n  
o r  e lsew h ere . D is c ip l in e  i s  b e s t  en forced  when an employee 
f u l l y  a p p rec ia tes  the o b je c t iv e s  o f  th e  o rg a n isa tio n  and the 
need fo r  the ru le s  framed by the management fo r  the r e a l is a t io n
o f  th ese  o b je c t iv e s .  The gen era l g u id e lin e  f o r , the e n fo r c e -

i
ment o f  d i s c ip l in e  i s  th a t  i t  must b e  en forced  c o n s is te n t ly  
and w ith  fa ir n e s g , T h e ,focu s  o f  d i s c ip l in e  should be on 
im proving the perform ance and d ev e lop in g  the in d iv id u a l 
em ployees.

Employees in  an o rg a n isa tio n  may have some 
g rien van ce a g a in st the management, th e ir  immediate su p e r io rs  
o r  t h e ir  c o l le a g u e s . I f  they are n o t  g iven  a f a i r  op p ortu n ity  
to  g iv e  ven t to  th e se , i t  i s  l i k e ly  to -g e n e ra te  s t r e s s  in  
the r e la t io n s  between the management and th e em ployees.
I t  i s  th e re fo re  n ecessa ry  (a) to  keep in  con stan t touch w ith  
the em ployees and red ress  th e ir  g r iev a n ces  as q u ick ly  as 
p o s s ib le  and (b) to  e s ta b lis h  a system o f  g r iev a n ce -h a n d lin g  
wherein op p ortu n ity  i s  p rov ided  for- appeal a g a in s t  the 
rev iew  o f  the d e c is io n s  made a t  the low er le v e ls  o f  
management. The tech n iqu e  o f  n o n -d ir e c t iv e  c o u n s e llin g  which 
c o n s is t s  in  p ro v id in g  the maximum o p p o rtu n ity  to  a person 
t< ^ ta li ’- otit f r e e ly  and fra n k ly  what i s  on h is  mind i s  
recommended p a r t ic u la r ly  in  re s p e c t  o f  the su p erv is in g  s t a f f .

Som etim es,the management fa ce s  p e c u lia r  problem s 
when i t  la y s  down work standards and in s i s t s  upon th e ir  
attainm ent by the em ployees. I f  the standards a re  to o  h ig h / 
they may on ly  sarve to  fr u s t r a te  the em ployees because none 
i s  a b le  to  a tta in  /them. I f  they a re  too  low , i t  would be a 
lo s s  to  the o rg a n isa tio n  because a very  la r g e  number o f  
em ployees may be a b le  to  earn the premium fo r  exceed in g  the 
stan dard s. I t  i s ,  th e r e fo r e , n ecessary  th a t  proper measurement 
o f  work based upon work study techn ique i s  undertaken fo r  
e s ta b lis h in g  standards o f  perform ance.
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I t  i s  u s u a lly  thought th at the enforcem ent 
o f  d i s c ip l in e  through p u n it iv e  a c t io n s  would always provoke 
a r e a c t io n  and may lead  to  co m p lica tion s  in  the r e la t io n s  
between the managknent and the em ployees. However# i t  has 
been found through in v e s t ig a t io n s  th a t  the em ployees ex p ect  
to  be punished when found g u il ty  o f  breach  o f  d i s c ip l in e .
In f a c t ,  la ck  o f  reprimand o r  la x i t y  in  the enforcem ent o f  
d i s c ip l in e  may on ly  lea d  to  fu rth e r  in d is c ip l in e .  I t  must 
b e  noted# however, th a t the em ployees a re  o isu a lly  aw&re th a t 
the management ex p ects  com pliance w ith  ru le s  and d i r e c t io n s .
B ut, a t  the same time> they a ls o  ex p ect  a c e r ta in  standard 
o f  behaviour from the management and uniform  -standards in  
enforcem ent o f  d i s c ip l in e  fo r  a l l  c a te g o r ie s  o f  p e rson n e l.
In many o r g a n is t t io n s ,  in c lu d in g  some c o o p e ra t iv e s , the 
problem  o f  employee d i s c ip l in e  lea d s  to  a co n fro n ta t io n  between 
th e  trade  union and th e  management n o t  because the union does 
n o t  want i t s  members to  be punished b u t because the management 
person n el g e t  away w ith  a breach  o f  d i s c ip l in e .  The m anagerial 
p erson n el o f  c o o p e ra t iv e  o rg a n is a tio n s  must make i t  a p o in t  
t o  e s ta b lis h  and show a h igh  standard o f  d i s c ip l in e .

Personnel Planning i

C on siderin g  th e  need fo r  p r o fe s s io n a lis in g  
management in  c o o p e ra t iv e  o rg a n is a tio n s  and the growth and 
expansion o f  b u s in ess  in  co o p e ra t iv e  s e c t o r ,  i t  i s  n ecessary  
to  adopt a system atic  s tra te g y  f o r  the p o s s e s s io n , u t i l i s a t i o n ,  
improvement and p reserv a tion  o f  human resources^  Personnel 
p lanning  in  the c o o p e ra t iv e  o rg a n isa tio n  should in c lu d e  n o t  
m erely the q u a n t ita t iv e  fo r e c a s t in g  o f  the fu tu re  manpower 
requirem ents and an assessm ent o f  the human resou rces  a v a i la b le ,  
b u t should a ls o  encompass planning o f  o rg a n is a t io n a l growth 
and developm ent, th e  q u a l it a t iv e  assessm ent o f  s k i l l s ,  
p lanning o f  w orking environm ent, com pensation p lan n in g , 
p lanning  fo r  b e t t e r  p r o d u c t iv ity , p lan n ing  fo r  recru itm en t and 
t r a in in g , and p lan n in g  fo r  ca reer  developm ent and su cce ss io n  a t 
a l l  lev e ls  in  the o r g a n is a t io n .
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C ooperative  management should  use  person n el p lanning 
f o r  ensuring  t fia t irthe movement has the r ig h t  number o f  em
p lo y e e s  'w ith the r ig h t  le v e l  o f  t a le n ts  and s k i l l s ,  in  the 
r ig h t  jo b s ,  a t  the -righ t tim e, perform ing  th e r ig h t  a c t i v i t i e s  
to  a ch iev e  the r ig h t  o b je c t iv e s  to  f u l f i l  the o rg a n is a t io n a l 
pu rpose . Personnel p lanning w i l l  y ie ld  the b e s t  d iv id en d s 
i f  i t  i s  p rop erly  lin k ed  w ith  the recru itm en t p o l i c i e s ,  the 
em ployee developm ent p o l i c i e s ,  perform ance a p p ra isa l system 
and the com pensation p o l i c y .  Such p lan n ing  acqu ire^  added 
im portance fo r  th ose  co o p e ra t iv e s  which- d e c id e  to  adopt the' 
p h ilosop h y  and system o f  'management by o b je c t iv e s ' .

Recruitm ent o f  personn el :

The p o l ic y  rega rd in g  recru itm en t o f  person n el in  
co o p e ra t iv e  o rg a n isa tio n  d i f f e r s  from area to  a rea , from 
s e c to r  to  s e c to r  and from one country  to  a n oth er. I t  i s  
im p era tive  fo r  a c o o p e ra t iv e  o rg a n is a t io p  to  form u late a sound 
p o l i c y  in  th is  r e s p e c t ,  s in c e  th e  su ccess  o f  o th er  fa c t o r s  such 
as t r a in in g  depends on th e  c a l ib r e  o f- persons i n i t i a l l y  
r e c r u it e d .

Some im portant fa c t o r s  which w ould a f f e c t  the 
form u lation  o f  recru itm en t p o l ic y  in  a c o o p e ra t iv e  o rg a n isa tio n  
are  s

(a). the gen era l p o l i c y  o f  the c o o p e ra t iv e  movement
in  the cou n try ,

(b) the s iz e  and nature o f  the s e r v ic e  to  be  rendered
by the o r g a n is a t io n ,

(c ) a v a i la b i l i t y  o f  manpower q u a l i f ie d  fo r  f i l l i n g  up
the v a ca n cies  in  the o r g a n is a t io n ,

(d) a v a i la b i l i t y  o f  s im ila r  o p p o r tu n it ie s  in  d i f f e r e n t
co o p e ra t iv e  in s t i t u t io n s  a t  d i f f e r e n t  o r  same l e v e l s .
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The seminar suggested  that, the fu n ctio n  o f  recru itm en t 
would be perform ed in  a more s a t is fa c t o r y  manner i f  the 
managing com mittee shares i t s  a u th o r ity  in  t h is  b e h a lf  w ith  
th e  c h ie f  e x e cu tiv e  and o th er  se n io r  Members o f  the manage
ment team. The Seminar f e l t  th a t the c h ie f  ex ecu tiv e  must 
be a ss o c ia te d  w ith  th e  p ro cess  o f  r 3cruitr-.ej.it fo r  a l l  the 
l e v e l s .

S e le c t io n  o f  P ersonnel -  P o lic y  -and P rocedures s

The fu n ction  o f  em ployees' s e le c t io n  c o n s is ts  
in  p ick in g  ou t the r ig h t  man fo r  th e  r ig h t  jo b  so as to  ensure 
th a t  the o tg a n is a t io n a l tasks a re  c a r r ie d  ou t by the most 
com petent in d iv id u a ls .  Some o f  the problem s commonly fa ced  
by co o p e ra t iv e s  and o th er  o rg a n is a tio n s  in  the area o f  p rocu re 
ment o f  person n el a re  :

(a) p ir a t in g  o f  em ployees by o th er  o rg a n isa tio n s
by o f fe r in g  jo b s  w ith  g rea te r  o p p o rtu n it ie s  and 
advancement and h igh er emoluments?

(b) fr u s tr a t io n  among em ployees e ith e r  because they
do not- f e e l  equ^l to  the requirem ents o f  t h e ir  jo b s  
o r  because they f e e l  th a t the demands o f  the jo b  are 
n o t  enougjh to  c a l l  f o r  a f u l l  u t i l i s a t i o n  o f  t h e ir  
a b i l i t i e s  and ca p a c it ie s *

(c ) n o n -a v a i la b i l i t y  o r  sh ortage  o f  persons in  c e r ta in  
s p e c ia l  s k i l l  a rea s , e f f e c t i v e  personnel s e le c t io n  
h e lp s  the management in  m eeting th ese  problem s to  an 
a p p re c ia b le  e x te n t .

*

I t  i s  a common occu rren ce  th a t  the peirsons re s p o n s ib le  
f o r  employee s e le c t io n  land in to  p i t f a l l s  o f  v a r iou s  k in ds th at 
are  a s s o c ia te d  w ith  the p sych ology  o f  fb rming im pression s about 
o th e r s . Some o f  the more common sou rces  o f  e rro r  in  im pression  
form ation  which the s e le c t o r s  have to  lea rn  to  avoid  are  :

(a) the h a lo  e f f e c t  i . e .  the s e le c t o r  may base h is
judgement about the s u i t a b i l i t y  o f  a person fo r  a jo b  
on some s u p e r f ic ia l  o r  ir r e le v a n t  fa c to r s ;
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(b) s te re o  type i . e .  s e le c t o r  may ju dge a person on the 
b a s is  o f  the t r a i t s  g e n e ra lly  a t t r ib u te d  to  the ca teg ory  
to  Which the can d idate  in  q u estion  b e lo n g s . For 
example#. Germans are  hardworking o r  the Jews a re  money- 
minded,

(c) snap judgement i . e .  the s e le c t o r  may a r r iv e  a t  a
judgement about the p e r s o n a lity  and the com petence
o f  a can d idate  in  h a ste  w ith ou t tak in g  in to  a ccou n t the 
f u l l  fa c t s  about him.

(d) P r o je c t io n  : i . e .  the s e le c t o r  may p e rce iv e  in  the
can d idate  th ose  d e f i c ie n c ie s  o r  stren gth  which he
h im s e lf  p o s s e s s e s .

Apart from th ese  p i t f a l l s ,  the s e le c t io n  o f  
em ployees may a ls o  be a f fe c t e d  by the supply  p o s it io n  in  the 
employment m arket. In a country  where the manpower i s  in  
p le n ty  and the jo b s  a re  fewer# the ed u ca tion a l .q u a l i f ic a t io n s  
f o r  a jo b  may be ra is e d  ju s t  in  ord er  to  weed ou t  some 
a p p lic a n ts . I f  the s e le c t io n  i s  f o r  m eeting the fu tu re  
requirem ents o f  the o rg a n isa tio n  and i s  lih k ed  up w ith  the 
p ro m o tio n -p o licy  and manpower planning# i t  may n o t  be so 
o b je c t io n a b le .  But s e le c t io n  on the b a s is  o f  h igh er ed u ca tion a l 
q u a l i f i c a t io n s  unsupported by p ro sp e cts  o f  ca reer  developm ent 
and advancement can o n ly  lea d  to  f r u s t r a t io n .  Because o f  th ese  
and se v e ra l o th er  f a c t o r s , the s e le c t io n  may b e 1 e ith e r  under
s e le c t io n  o r  o v e r -s e le c t io n ,  u n d e r -s e le c t io n  im p lie s  th a t the 
person  s e le c te d  f o r  the jo b  i s  n o t  equal to  i t s  requirem ents 
w h ile  o y e r -s e le c t io n  o c cu rs  when a person  i s  o v e r -q u a l i f ie d  
f o r  a jo b  and has h ig h e r  e x p e cta t io n s  in  terms o f  sa la ry  and 
ch a lle n g e  than can bo met by the jo b .

E f fe c t iv e  s e le c t io n  takes p la c e  when the 
q u a l i f i c a t io n s  ancj the ex p erien ce  o f  a man -  p h y s ic a l,  mental 
and p sy ch o log ica l-m a tch  w ith  the jo b  requ irem ents. The b a s ic  
requirem ents fo r  e f f e c t i v e  s e le c t io n  are :

(a) c o l lp c t io n  o f  f a c t s  about the jo b  through j o b  a n a ly s is  
and the p rep a ra tion  o f  jo b  d e s c r ip t io n s ,
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(b) c o l l e c t i o n  o f  fa c t s  about e^ch in d iv id u a l
a p p lica n t  through a p p lica t io n  form , p s y c h o lo g ic a l 
t e s t s ,  s e le c t io n  in te r v ie w , re fe re n ce  ch eck in g , and 
m edica l ch eck -up ,

(c) ju d ic io u s  m atching o f  the two.

Some g u id e lin e s  a re  n ecessary  fo r  the c o l l e c t io n  
o f  the fa c t s  a b ou t ’ the jo b  and the in d iv id u a l .  These may 
in c lu d e  qu estion  l ik e  the fo llo w in g  :

(a) whether p s y c h o lo g ic a l  t e s t s  should bo used fo r  
s e le c t io n  o r  n o t ,

(b) who should c o n s t itu te  th e  in te r v ie w  board ,

(c ) who should perform  the jo b  a n a ly s is ,

(d) how, and when and where i s  th e  in terv iew  to  be 
con ducted .

G u id e lin es  a re  a ls o  n ecessary  on the fo llo w ih g  :

(a) should we g iv e  p re fe re n ce  to  l o c a l  p eop le?

(b) should we employ women?

(c) should we g iv e  p re fe re n ce  to  th e  r e la t iv e s  o f  the
em ployees?

(d) should we g iv e  p re fe re n ce  to  the can d idate from 
the management cadre m aintained by a fe d e ra l
o r gani sa t i  on ?

(e) what w eightage should  be g iven  to  edu cation  and 
ex p erien ce?

( f )  who should have the f in a l  a u th o r ity  in  making 
the s e le c t io n  d e c is io n ?

D e c is io n s  on th e  above q u estion s  and many o th ers  l ik e  
th ese  become the s e le c t io n  p o l i c i e s  o f  an o rg a n is a t io n .
In form u latin g  p o l i c i e s ,  the p o licy -m a k er has to  ana lyse  
the p o s i t iv e  and the n eg a tiv e  a sp e c ts  o f  th ose  q u estion s  
c a r e fu l ly ,  so th a t  the o rg a n isa tio n  has o b je c t iv e  and 
co n s is te n t  s e le c t io n  p o l i c i e s .
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P ersonnel s e le c t io n  p o l i c i e s  in  any o rg a n isa tio n  
w i l l  be  a f fe c t e d  co n s id e ra b ly  by ;

(a) o rg a n is a t io n a l fa c t o r s  l i k e  the fo llo w in g
i )  how much can an o rg a n isa tio n  a f fo r d  to  pay

in  the form o f  images# s a la r ie s ,  allow ances, 
and b e n e f i t s ,

i i )  the prom otion and t ra in in g  p o l i c i e s  and
p r a c t ic e s ,

i i i )  o rg a n is a t io n a l s tru ctu re  and the p r a c t ic e s
regard in g  d e le g a tio n  o f  a u th o r ity ,

i v )  su p e r io r -su b o rd in a te  r e la t io n s h ip ,e t c .

(b) the s o c io -e co n o m ic , ed u ca tion a l and p o l i t i c a l
environm ent in  the cou n try .

I f  due to  h i s t o r i c a l  rea son s, th e  type o f  s k i l l s  
req u ired  by the o rg a n isa tio n  i s  n ot a v a i la b le  in  the m arket, 
the o rg a n is a tio n  w i l l  have to  s e l e c t  from among the a v a ila b le  
men em phasising a p titu d e  rath er than the a ctu a l achievem ent 
and in t e n s i fy  the t r a in in g  programme to  b r in g  the p eop le  
to  th e  d e s ire d  l e v e l .  Undeniably th ere  a re  p u l ls ,  and 
p ressu res  on th ose  r e s p o n s ib le  f o r  person n el s e le c t io n .  These 
seem to  in f lu e n c e  the s e le c t io n  in  vary in g  d eg rees . The r o o ts  
o f  th ese  extraneous in f lu e n c e s  on s e le c t io n  p o l ic y  may l i e  
e ith e r  in  the p o l ic y  and approach pursued in  gen era l by 
the management- o r  in  th e  s o c ia l ,  p o l i t i c a l  and econom ic 
co n d it io n s  in  the country*

I t  i s  im portant to  o r ie n t  the le a d e rsh ip  o f
co o p e ra t iv e  o rg a n is a tio n s  about the rep u rcu ssion s o f  wrong

/
s e le c t io n .o n  the w orking o f  the e n te rp r is e  and the b e n e f i t s  
th a t  can accru e from e f f e c t i v e  person n el s e le c t io n  based upon 
an o b je c t iv e  assessm ent o f  the s u i t a b i l i t y  o f  a person fo r  
a j o b 0 u n fortu n a te ly  th e  employment in te rv iew  which i s  the 
most commonly employed t o o l  f o r  ga th erin g  fa c t s  about in d iv i 
dual a p p lic a n ts , i s  the le a s t  c a r e fu l ly  usedc
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Thuste f f e c t i v e  s e le c t io n  re q u ire s  a tte n tio n  to  
the fo llo w in g  fa c t o r s  s

(a) r ig h t  s e le c t io n  p o l i c y ,
(b> e f f e c t i v e  jo b  a n a ly s is ,
(c )  s k i l f u l  u se  o f  th e  s e le c t io n  t o o l s ,  and
(d) s k i l l  in  m atching the jo b  requirem ents and man

q u a l i f i c a t io n s  -  p h y s ic a l , p s y c h o lo g ic a l and m ental.

J u d ic io u s  a tte n t io n  to  a l l  th ese  fa c t o r s  can. o n ly  
in c r e a s e  the p r o b a b i l i t y  o f  e f f e c t i v e  s e le c t io n  b u t cannot 
ensure ce n t-p e rce n t  r ig h t  s e le c t io n .  This i s  because 
s e le c t io n  i s  the p ro cess  o f  p r e d ic t in g  the jo b  x^erformance 
o f  a p erson , and such p r e d ic t io n  based on human judgem ent 
has an elem ent o f  u n ce r ta in ty .

R ecogn isin g  th a t  most o f  the p o s ts  a re  a d v ertised  
and th a t  th e  s e le c t io n s  a re  based on the in te rv ie w , an 
e x e r c is e  in  d r a ft in g  a s u ita b le  ad vortisorien t was undertaken 
by th ree  groups o f  p a r t ic ip a n t s .  This w&s fo llow ed  by a r o l e -  
p la y  se ss io n  on s e le c t io n  in te r v ie w . Some o f  the p o in ts ' 
th a t  emerged from th ese  e x e r c is e s  cou ld  serve  as u s e fu l

r

g u id e lin e s  fo r  managements in  co o p e ra t iv e  o rg a n is a t io n s .

(1) The advertisem ent fo r  a jo b  must la y  down the jo b
s p e c i f i c a t io n s  (q u a l i f i c a t io n s ,  ex p erien ce  e t c . )  
as r ig o u ro u s ly  as p o s s ib le .

(2) The emoluments o f fe r e d  should be co n s is te n t  w ith
the q u a l i f i c a t io n s  p re s c r ib e d , ancl i t  may be checked 
whether the emoluments and co n d it io n s  Of s e r v ic e  
in d ic a te d  in  th e  advdrtiSem ent w i l l  a t t r a c t  a 
s u f f i c i e n t  number o f  a p p lic a t io n s  o f  the l e v e l  o f  
ed u ca tion , tra in in g  and ex p er ien ce  in d ica te d  th e r e in .

(3) In ord er  to  a vo id  p u lls  and p ressu res  the P ost b o x  
number may be g iven  in  the advertisem ent in  p la c e  o f  
.the'nam e and -address o f  the o rg a n is a t io n .

(4) A t the tim e o f  in te rv ie w , p roper arrangements fo r
se a t in g  the can d idates in  th e  w a it in g  h a l l  should be 
made.



16

(5) The in terv iew  shou ld  s t a r t  on a n o te  th a t puts
the employee a t  ease  and w i l l  h e lp  the in te rv ie w e r  
in  g e t t in g  the maximum in form a tion  from the 
a p p lica n t .

(6) The q u estion s  put by the -in terv iew ers should be
designed  to  e l i c i t  in form a tion  and should n o t  embarrass 
the candidate* they should be  worded p ro p e r ly  so as 
n o t  to  h u m ilia te  the can d idate  o r  put him on the 
d e fe n s iv e .

(7) The can d idate  should  b e  g iven  a f a i r  op p ortu h ity
to  express h im s e lf  and a ls o  to  know about the o rg a n isa tio n  
so  th a t he too  can make up h is  mind regard in g  jo in in g  
the o rg a n is a t io n .

(8) The c lo s in g  o f  th e  in te rv iew  should n o t  be abrupt.
I t  must be remembered th a t the manner o f  c lo s in g  the 
in te rv iew  can b u ild  up o r  mar the image o f  the 
o rg a n isa tion  in  the m in d 'o f' the ca n d id a te . T h is i s  ah 
im portant co n s id e ra t io n  from the p o in t  o f  view  o f  
p u b lic  r e la t io n s .

As fo r  p s y c h o lo g ic a l t e s t s  c e r ta in  types l ik e  , 
a p t itu d e , in t e l l ig e n c e  and achievem ent t e s t s ,  have, some 
v a lu e  as a id s  in  s e le c t io n  p ro 'cess . I t  i s  im portant th a t 
the t e s t s  a re  framed k eep in g  in  view- the le v e l  expected  o f  a 
person  fo r  perform ing th e p a r t ic u la r  jo b  and are  review ed 
and re v a lid a te d  from tim e to  t im e  in  the l i g h t  o f  the 
perform ance o f  th ose  s e le c te d  on the b a s is  o f  th e ir  r e s u lt s .  
A view  was expressed th a t  t e s t s  a re  more u s e fu l as a t o o l  
to  e lim in a te  cand idates ra th er  than to  s e l e c t  a can d idate  
in  th e  s e le c t io n  p roced u re .

C on d ition s fo r  Employee M otivation  s

The q u estion  o f  p ro v id in g  co n d it io n s  f o r  e f f e c t i v e  
m otiv a tion  o f  em ployees was con sid ered  through ca se  d is c u s s io n s  
and b u s in ess  games.

The study o f  causes o f  m otiva tion  and the d is cu s s io n  
on th e  s u b je c t  h ig h lig h te d  the f a c t  th a t  m otiva tion  among 
em ployees i s  a ss o c ia te d  w ith  the fo llo w in g  s
(a) Lack o f  p o l i c i e s ,
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(b) Lack o f  system s,

(c) The p a ttern  o f  behaviour o f  em ployees a t  v a r io u s  l e v e l s .

An o rg a n is a tio n  c o n s is t s  o f  th ree  le v e ls  o f  r e s p o n s ib i l i t y  
nam ely/ p o l i c y /  system and a c t io n . In a h ie r a r c h ic a l  
o rg a n isa tio n  u n less  th e  o rg a n isa tion  i s  v ery  ca u tiou s  and 
se n s it iv e #  th ere  i s  a r is k  o f  th ese  th ree  le v e ls  n o t  b e in g  
in  harmony. The e f fe c t iv e n e s s  o f  the o rg a n isa tion  depends 
to  th e  degree  o f  in te g r a t io n  o f  the th ree  le v e ls  o f  r e s p o n s i-  
b i l i t i e s  namely# p o l i c y /  system and a c t io n  -  which determ ines 
the environm ent (cu ltu re ) o f  the o r g a n is a t io n . This f a c t o r  
p la y s  a v ery  im portant r o le  w ith  regard  to  the e f fe c t iv e n e s s  
o f  em ployees in  terms o f  th e ir  perform ance.

D iscu ss ion s  brought ou t c e r ta in  fa c to r s  which 
have a b ea rin g  on perform ance. These cou ld  be c l a s s i f i e d  
as under : F actors  produ cin g  s a t is fa c t o r y  perform ance on the
p a r t  o f  em ployees are. :

( i )  S e l f - r e s p e c t : S e l f -r e s p e c t  i s  p robab ly  the most p oten t
m otiv a tor  f o r  s a t is fa c t o r y  perform ance and dis c ip l in e d  
behaviou r in  genera l? i t  d ev e lop s  e ith e r  a t  an e a r ly  
age o r  n o t  a t  a l l .

( i i )  - Fear may b r in g  about temporary con form ity  w ith  the
w ishes o f  management b u t i t  w i l l  a ls o  generate anger. 
C on trol by means o f  c r e a t in g  fe a r  is #  therefore#- 
u n d e s ira b le .

( i i i )  Remuneration and work c o n d it io n s ; R espect f o r  
o n e 's  su p e r io r , in t e r e s t  in  the jo b  i t s e l f #  and 
s a t is fa c t o r y  f in a n c ia l  gain  w i l l  m otivate  a person  
p o s i t iv e ly  toward good perform ance. Management 
should do every th in g  in  i t s  power to  gain the r e s p e c t  
o f  the men on th e  f lo o r #  as i t  has more c o n tr o l  over  
the jo b  in t e r e s t /  and q u ite  l im ite d  c o n tro l ov er  v 
f in a n c ia l  gain# s in ce  wage ra te s  a re  in flu e n ce d  h e a v ily  
by the tra d e  u n ion .

Anything th a t tends to  damage s e l f - r c s p e c t  w i l l  g e n e ra lly  
cause p oorer  perform ance. P u b lic  sh^jning, th rea ts  o f  punishment# 
o r  a ctu a l punishment op era te  in  a n e g a tiv e  d ir e c t io n .
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Anger r e s u lt s  in  negativ ism  o r  o th er  u n d es ira b le  
a t t i t u d e s .

Poor f in a n c ia l  gain  i . e .  low com pensation and 
b e n e f i t s ,  a f f e c t s  th e ir  perform ance a d v e rse ly .

R o le  o f  th e  Supervisor s

I f  the su p erv iso r  gen erates and e s ta b lis h  as a 
r e la t io n s h ip  o f  t r u s t  and con fic lcn ce  w ith  h is  su bord in ate  
on th e  b a s is  o f  h is  b e h a v io u r ,a c t io n , an?, understanding o f  
th e  needs o f  the su b ord in a tes , he w i l l  m otiva te  persons ' 
w orking under h is  su p erv is ion  f o r  b e t t e r  perform ance. I t  may 
a ls o  be p o in ted  ou t th a t the su p erv isor  has an e f f e c t i v e  
r o l e  in  su ggestin g  to  management m o d if ic a t io n s  o f  p o l i c i e s  
and systems on the b a s is  o f  the ex p er ien ces  he has gained 
from  h is  work.

ORGANISATIONAL SET-UP OF PERSONNEL SECTION

I t  was agreed th a t  the main tasks o f  a Personnel 
S ection  in  a modem o rg a n is a tio n  w ere :

1) s e r v ic e  to  o th er  s e c t io n s  -  in  r e c r u it in g  and em ploying 
s t a f f ,  in  ed u ca tion , t r a in in g , wage q u e s t i o n s ,e t c . ,

2) Planning p erson n el requirem ents, s t a f f  b u d gets , t ra in in g  
and prom otion , s t a f f  t r a n s fe r s ,e t c .  covered  by the 
f ir m 's  sh ort-te rm  and lon g-term  p la n s ,

3) Development work to  make use o f  ex p erien ces  and fin d in g s  
in  the sphere o f  personn el a d m in istra tion *

4) S e tt in g  norms f o r  a uniform  s t a f f  p o l i c y  throughout 
the firm *

5) In flu e n c in g  managers and o th e r  s t a f f  in  su p erv isory  
p o s i t io n s ' to  adopt a b e t t o r  and more f r ie n d ly  s t a f f  
p o l i c y ,

6) Checking th a t norms, re g u la t io n s  and accou n tin g  
ro u tin e s  are  fo llo w e d ,

7) R epresenting the ijirm in  co n ta c ts  w ith  s o c ia l  b o d ie s  
and oth er o rg a n is a t io n s  in  th e  sphere o f  s t a f f  
a d m in istra tion  and c o l l e c t i v e  agreement n e g o t ia t io n s ,
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D iv is io n  in to  Development and P lanning m atters p lu s 
k eep in g  the above in  v iew , the P ersonnel s e c t io n  should  
ca rry  ou t the fo l lo w in g  a c t i v i t i e s  :

1) Drawing up# p rop os in g  and is s u in g  in form ation  
on the f i r m 's  s t a f f  p o l i c y ,

2) R epresenting th e  firm  in  c o l l e c t i v e  agreement 
n e g o t ia t io n s  and in te r p r e t in g  such agreem ents,

3) S ta f f  p lan n in g , tra in in g  and developm ent,

4) R e cru it in g , em ploying, o r ie n t in g  new s t a f f  and' 
d e c id in g  on h o l id a y s , le a v e , prom otion , r e s h u f f le s ,  
la y in g - o f f  w orkers, d is c ip l in a r y  measures and re tirem en ts ,

5) Wage a d m in istra tion  in c lu d in g  annual wage ad justm ents, 
s p e c ia l  s t a f f  b e n e f i t s ,  pen sion s and in su ran ce  m atters,

6) Com piling r e p o r ts  and s t a t i s t i c s ,

7) J o in t  Management C ou n cils , in d u s t r ia l  s a fe ty , h ea lth  
schemes,

6) S ta f f  s o c ia l  m atters i
a) S ta f f  p rem ises, l e i  su re -tim e  f a c i l i t i e s ,  

h ou sin g , and work environm ent,
b ) S ta f f  lo a n s , c e le b r a t io n s , g i f t s , e t c .

As fo r  the o rg a n is a t io n a l s t ru c tu re , th orc  may be 
th ree  p o s s i b i l i t i e s  s

I
a) C en tra lised  s t a f f  a d m in istra tion  w ith  a l l  s t a f f  

m atters en tru sted  to  the P ersonnel s e c t io n ,

b ) D e ce n tra lise d  s t a f f  a d m in istra tion  where some personn el 
m atters a re  d e a lt  w ith  by the Personnel S ection  and 
o th er  fu n c t io n s  l ik e  r e c r u it in g ,  e d u c a t io n ,e tc .  are  
attended to  by the s e c t io n a l  managers them selves,

(c )  The gen era l manager h im se lf perform ing the
p erson n el fu n ctio n  in  sm all o rg a n is a t io n s .
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The c h o ic e  o f  a s p e c i f i c  o rg a n is a t io n a l s e t  up 
and the fu n ctio n s  o f  th e  Personnel Department vary from 
o rg a n is a t io n  to  o rg a n isa tio n  depending upon the s iz e  o f  the 
o rg a n is a tio n  and the p o l i c i e s  and p h ilosop h y  o f  the management, 
I t  i s  f e l t  th at the la rg e  coop era tiv e , o rg a n isa tio n s  must try  
to  deveLop proper system fo r  han d lin g  v a r io u s  m atters 
con nected  w ith  person n el a d m in istra tion , Wherever the s iz e  
and resou rces  w arrant a personn el s e c t io n  headed by a w e ll  
q u a l i f ie d  manager should be s e t  up. The managements o f  
c o o p e ra t iv e  o rg a n is a tio n s  must take p roper advantage o f  t)ie 
a d v ice , a s s is ta n ce  and s e r v ic e s  p rov id ed  by the person n el 
s e c t io n .  In sm aller c o o p e ra t iv e  o rg a n is a t io h s  the persorinel 
fu n ction , w i l l  have to  be  perform ed by the geh era l manager 
h im s e lf ,  who should d ev e lop  proper p o l i c i e s  and p r a c t ic e s  
f o r  th e  management o f  p e rson n e l.

Areas o f  A u th ority  o f  Board o f  D ir e c to r s  and G eneral Manager

The r e la t io n s h ip  between Board o f  D ire c to r s  
(Committee o f  Management) and the C h ief E xecu tive  has an 

im portant b earin g  on th e  e f f e c t i v e  fu n ctio n in g  o f  a c o o p e ra t iv e  
o r g a n is a t io n . The o b je c t iv e s  o f  a co o p e ra t iv e  e n te rp r is e  
would be b e s t  r e a lis e d  in  a s i tu a t io n  where the r e la t io n s  
between the Board and the C h ief E xecutive  a re  a u th en tic  and 
th ere  i s  p e r fe c t  mutual understanding and con fid en ce*  
between the two. M istru st and m isundrrstanding may clou d  
the r e la t io n s h ip  between Board and the C h ie f E xecutive 
la r g e ly  because the areas o f  a u th o r ity  o f  the two o rg a n is a t io n s  
are  n o t  d e fin e d  c le a r ly  enough.

In the con tex t  o f  the above, th e  Working Groups 
d iscu sse d  the areas o f  a u th or ity  o f  BOard o f  D ire c to r s  and 
G eneral Manager s p e c i f i c a l l y  in  r e s p e c t  o f  th e  fo llo w in g  
fu n c t io n s , and in  r e s p e c t  o f  la rg e  and secondary c o o p e r a t iv e s .

( i ) Personnel
( i i )  Finance (investm ent)

( i i i ) Purchase



21

( lv )  Sale
(v) Member R e la t io n s .

I t  was f e l t  th a t as the Board o f  D ire c to r s  should 
have the a u th o r ity  to  plan the op era tioris  o f  the o rg a n isa tio n  
in  fu rth era n ce  o f  th e  o b je c t iv e s  as la id  down in  the bye-law s 
and la y  down norms and p o l i c i e s  on a l l  m ajor and v i t a l  
is s u e s  p e r ta in in g  to  the conduct o f  b u s in ess  and the management 
o f  a co o p e ra t iv e  o r g a n is a t io n . The Board has the o v e r a l l  
r e s p o n s ib i l i t y  fo r  th e  p r o f i t a b i l i t y ,  e f fe c t iv e n e s s ,  s u r v iv a l ,  
growth o f  the c o o p e r a t ie e  o rg a n isa tio n  and i t s  image in  the 
community.

As fo r  the G eneral Manager, he i s  the c h ie f  
e x e cu t iv e  o f f i c e r  o f  an o r g a n is a tio n  and in  th is  ca p a c ity  
he has to  fu n ction  as a l in k  between th e  Board and th e  
op e ra t in g  o rg a n isa tio n  c o n s is t in g  o f  the o th er  ex e cu tiv e s  
and th e ir  su pportin g  s t a f f .  He has the responsib iJ ;' ty  o f  
h e lp in g  the Board in  p o l ic y  forrmulation by p la c in g  b e fo r e  
than the data  rega rd in g  the o p era tion s  o f  the e n te r p r is e .
He has a ls o  to  a c t  as the m outhpiece o f  the Board in  
e x p la in in g  the g o a is ,  the p lan s and the p o l i c i e s  to  th e  
o p era tin g  personnel.^ The ex e cu tiv e  fu n ction  o f  the G eneral 
Manager c o n s is ts  in  i n i t i a t i n g ,  su p erv is in g  and co o rd in a t in g  
o p e ra tio n s  to  e ffe c tu a te -  the p lans and programmes approved 
by th e  Board. The Seminar suggested  the p o s it io n  o f  the 
Ganeral Manager req u ired  to  be strengthened through more 
e f f e c t i v e  d e le g a tio n  o f  a u th or ity  in  r e s p e c t  o f  o p e ra tion s  
and e x e cu tiv e  fu n c t io n s .

The Seminar recommended tlia t the fo llo w in g  
broad p a ttern  o f  a l lo c a t io n  o f  a u th o r ity  should be adopted 
in  la r g e  and secondary c o o p e r a tiv e  organiscrtioi.-fj.

Board Functons s

A. Personnel

a) to  d e c id e  the s t a f f in g  p a ttern  and approve any 
changes in  the e x is t in g  s t a f f in g  p a tte rn ,

■b> to  la y  down p o l i c i e s  anti proce&cires f o r  -the 
s e le c t io n  o f  p erson n e l,



22

c ) to  la y  down the terms ond co n d it io n s  o f  s e r v ic e  
o f  the em ployees,

d) to  h ir e  and f i r e  the G eneral Manager,

e) to  h i t 6  and f i r e  the m anagerial personn el in  
co n su lta t io n  w ith  the G eneral Manager,

f )  to  a c t  as th e  h ig h e s t  organ o f  appeal f o r  a l l  
p erson n el d isp u te s  and problem s,- and

• g) to  take d e c is io n s  on the t r a n s fe r ,  prom otion and
m erit in c re a s e s  o f  m anagerial personn el (g en era lly  
a s s is ta n t  managers and above) on the a d v ice  o f  
the G eneral Manager.

G eneral Manager*s F unctions :

a) to  r e c r u it ,  on the a d v ice  o f  the 'departm ental 
head concerned and the P ersonnel Manager, Super
v is o r y  and o th er  s t a f f  in  accordan ce w ith  the 
•staffing  p a ttern  la id  down by  the Board,

b ) to  take d is c ip l in a r y  a c t io n  a g a in st e rr in g  
em ployees up to  su p erv isory  l e v e l »

c )  to  recommend- t r a n s fe r s , prom otions and m erit 
in cre a s e s  f o r  m anagerial person n el t o  the Board,

d) .to  d e c id e  upon t r a n s fe r s , prom otion , d ism issa ls
and m erit  in cre a s e s  fo r  su p erv isory  and o th er  
s t ^ f f ,  and

e) to  e x e r c is e  gen era l su p erv is ion  and c o n tr o l  on 
the w orking o f  the personn el departm ent.

B * Finance

Borrd fu n ctio n s  :

a) t o - approve the budget f o r  the o rg a n isa tion ,-

b) to  la y  down p o l i c i e s  and procedu res regard in g  
investm ent o f  funds,

c )  to  approve investm ents ov er  a s p e c i f ie d  l im i t ,

d) to  d e c id e  upon the a c q u is it io n  o r  d is p o s a l o f  
a ssets , and c a p it a l  equipment, and

4 '
e) to  n e r e i s s  o v e r -a l l  c o n tr o l  over  the f in a n c ia l  

a f f a i r s  o f  th e  s o c ie t y .
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G eneral Manager*s Functions :

a) su p erv ise  the use o f  funds by v a r iou s  departm ents 
a ccord in g  to  th e  budget approved by the Board,

b ) make investm ents upto a s p e c i f ie d  amount in  
accordance w ith  the p o l ic y  la id  down by th e  Board,

c )  secu re  o r  g iv e  c a l l  loan s (in  the case  o f  
co o p e ra t iv e  b a n k s)/

d ) e x e r c is e  c o n tr o l  ov er  r e c e ip t s  and d isbursem ents.

C. Purchase

\ Board Functions s

a) lay-down p o l i c i e s  and procedu res regarding purchase 
o f  m ateria ls# ' spares and" a cce s so r ie s#

b ) approve purchases over  and above s p e c i f ie d  l i m i t s >

c )  approve lon g-term  purchase co n tra c ts  b e fo re  
th ese  a re  f in a l is e d  by the G eneral Manager*

d) The G eneral Manager should have the a u th or ity  to  s

i «  a s s i s t  the Purchase Committee o f  the Board
in  making purchases ov er  and above a s p e c i f ie d  
lim it#

i i .  arrange fo r  the purchase o f  goods# m a te r ia ls , 
spares and a cce s so r ie s#

i i i .  f i n a l i s e  lon g-term  purchase co n tra c ts  a f t e r  
se cu r in g  the approval o f  the Board. . .

D. S a les (Marketing)

Board Functions :

a) to  la y  down p o l i c i e s  and proced u res w ith  regard to  
p r ic in g #  m erchandising, s e l l in g  and custoraer 
s e r v ic e ,

b ) to  e x e r c is e  c o n tr o l  over the fu n ctio n in g  o f  the sa le s  
department w ith  re fe re n ce  to  the budget f o r  th e  year#
and

c )  to  approve bu lk  a n d /or  lon g -term  supply c o n tr a c ts .
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G eneral Manager*s Functions :

a) to  o rg a n ise  and su p erv ise  customer- s e r v ic e  
(in  consumer co o p e ra t iv e s )

b ) to  d e c id e  th e  p r ic in g  o f  p rod u cts  a ccord in g  to
the trends in  the market and to  make adjustm ents
in  p r ic in g  s u b je c t  to  the p o l i c i e s  and procedu res 
la id  down by the Doard in  tt iis  behel f ,

c )  to  d e c id e  upon minor changes in  the supply o f  
v a r iou s  typ es  o f  p rod u cts ,

d) to  c o n tr o l expense on p u b l i c i t y  and a d v e r t is in g
in  accordan ce w ith  the budgetary  a l lo c a t io n ,  and

e) to  en ter in t o  co n tra c ts  f o r  s a le  o r  supply on
b e h a lf  o f  th e  o rg a n is a t io n .

E«. Member R e la t io n s

Doard Functions :

a) to  have the o v e r -a l l  r e s p o n s ib i l i t y  o f  m ainta in in g  
proper r e la t io n s  w ith  the members o f  the s o c ie t y ,

b ) to  d ea l w ith  m ajor com pla in ts and su gg estion s  
o f  th e  members, and

c )  to  in form  the members about th e  working o f  the 
s o c ie t y  a t  th e  gen era l m eetin g .

‘G eneral Manager* s Functions :

a) to  keep the members in form ed about th e  cu rren t 
and the proposed  a c t i v i t i e s  o f  the e n te r p r is e ,

b ) to  a ttend  to  and red ress  member com plain ts about 
a d m in istra tio n ,

c )  to  r e c e iv e  and p rocess  member su gg estion s fo r  
co n s id e ra tio n  by the Doard, and

d) to  e s ta b lis h  co n ta c t  w ith  the members as d ir e c te d  
by th e  Doard.
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TRAINING AND DEVELOPMENT

T h e 'su ccess  o f  th6 co o p e ra t iv e  e n trrp r is e s  
depends# among o th er  things# on the e f fe c t iv e n e s s  o f  the 
managers. I t  i s  w id e ly  re cog n ised  now th a t a m anager's 
jo b  i s  a p r o fe s s io n a l  one and c a l l s  f o r  the e f f e c t i v e  
e x e r c is e s  o f  c e r ta in  id e n t i f ia b le  s k i l l s .  S ince an 
e n te r p r is e , whether co o p e ra tiv e  o r  otherw ise# has to  op era te  
in  a g iven  environment# knowledge o f  b u s in ess  co n d it io n s  
and awareness o f  the s o c ia l  and p o l i t i c a l  m ilieu  a re  eq u a lly  
e s s e n t ia l  f o t  a modem manager* Furthermore# a manager 
has to  d i r e c t  and U t i l i s e  the e f f o r t s  o f  p eop le  w orking in  
the o r g a n is a t io n . Therefore# he must have the r ig h t  
a t t itu d e  towards the p eop le  in  the o r g a n is a t io n . A manager 
re q u ire s  b a s i c a l ly  the fo llo w in g  c a te g o r ie s  o f  s k il ls ,  f o r  
th e  e f f e c t i v e  perform ance o f  h is  work:

(a) T ech n ica l s k i l l s  p e r ta in in g  to  the p a r t ic u la r  
areas o f  a c t iv i t y  handled by him in  the en te rp r ise ?

(b) Human r e la t io n s  s k il ls #  in c lu d in g  lea d ersh ip  and 
communi ca t i  on ski11s# and

(c) Conceptual s k i l l s  in c lu d in g  the a b i l i t y  to  apply
the con cep ts  and theory  o f  o rg a n isa tion  and management 
in  the conduct o f  the, a f f a i r s  o f  an e n te rp r ise  and 
developm ent o f  a t o t a l  p e r s p e c t iv e  th at enables one 
to  view  the o rg a n is a t io n  as an e n t ity  and p e r ce iv e  
c le a r ly  Wid p u rp o se fu lly  the bonds th at t i e  tog e th er  
i t s  v a r iou s  p a r ts .

I t  i s  a lm ost u n iv e r s a lly  a ccep ted  th a t management 
i s  a d i s c ip l in e  th a t can be taught and le a r n t . This should 
b e  p a r t ic u la r ly  notecl by the lea d e rs  o f  the co o p e ra t iv e  
movement and the managements o f  co o p e ra t iv e  e n te r p r is e s .
I t  was a ls o  s tre s se d  a t  the Seminar th a t  the o rg a n isa tio n  
was a system c o n s is t in g  o f  c l o s e ly  in t e r -r e la t e d  and 
in t e r -a c t in g  p a rts  and th a t no p a rt  o r  sub-system  can be 
n e g le c te d  w ith ou t a f fe c t in g  the e f f i c i e n c y  and e f fe c t iv e n e s s  
o f  the whole o r g a n is a t io n . Management developm ent in  

o rg a n is a t io n s  has become a n e c e s s it y  because o f  the h ig h  ra te
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o f  m anagerial o b s o le s ce n ce  and the p ressu res  b u ild in g -u p  
from v a r io u s  q u a rters  such as the labou r u n ion s/ government 
and com p etition  from o th er  firm s in  the m arket. I t  was 
f e l t  th a t  co o p e ra t iv e s  should g iv e  in cre a se d  a tte n t io n  
to  management developm ent to  meet the ch a llen g es  posed by 
the fa s t-ch a n g in g  environm ent and com p etition , from the 
p r iv a te  en terp rise*  ‘S in ce  man lea rn s  by doing# i t  was 
suggested  th a t in cre a se d  d e le g a tio n  o f  a u th o r ity  must be 
used as art instrum ent f o r  d ev e lop in g  men. I t  was a ls o  
re cog n ised  th at managers would d ev e lop  and become more 
e f f e c t i v e  in  a co n g e n ia l o rg a n is a t io n a l clam ate. In view  o f  
t h i s /  the co o p e ra t iv e s  need to  c re a te  the c lim a te  in  which 
management developm ent can take p la c e , v a r io u s  research  
s tu d ie s  have shown th a t m anagerial e f fe c t iv e n e s s  i s  g re a te r  
where managers share th e 'v a lu e s  o f  the top  management and 
en trep ren eu rs . I t  i s # th e r e fo r e / im p era tive  th a t management 
developm ent in  the co o p e ra t iv e  e n te rp r is e s  must cov er  a l l  
l e v e l s /  in c lu d in g  top  management, and sh o iu ld  be d ir e c te d  
tow ards the developm ent o f  a stron g  sense o f  commitment 
to  th e  co o p e ra t iv e  id e o lo g y .

Development o f  men takes p la c e  through th e ir  
exposure to  ex p erien ces  o f  the d e s ire d  k in d . S ince in d iv i 
d u a ls  d i f f e r  in  degree  in  r e s p e c t  o f  t h e ir  needs/ and 
a s p ir a t io n s / ' p e rce p tio n s  and per son a l i  t i  e s / the r e s u lt s  o f  
such exposure would vary  from, one in d iv id u a l to  another. 
L ik ew ise / every  o rg a n isa tio n  has i t s  own cu ltu re  which g e ts  
superim posed on the p erson a l v a lu e  systems o f  the p eop le  
w orking in  the o r g a n is a t io n . In view  o f  th ose  c o n s id e r a t io n s / 
i t  i s  im p era tive  th a t programmes o f  t ra in in g  and developm ent 
o f  managers are  t a i lo r e d  to  s u i t  in d iv id u a l and o rg a n isa tio n  
requ irem ents.

I t  was agreed th a t  management developm ent should 
b e  w ork -cen tred  and should equip the managers to  perform  
t h e ir  p resen t jo b s  b e t t e r  and a ls o  p repare  them fo r  sh ou ld erin g  
new and perhaps more s e r io u s  and ch a lle n g in g  r e s p o n s ib i l i t i e s  
in  fu tu re .
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C oop era tive  in s t i t u t io n s  should make use  o f  a v a r ie ty  
o f  techn iques such as jo b  r o t a t io n s /  p r o je c t  assignm ents/ 
understudy and com m ittee work/ and form al tra in in g  
programmes.

The M alaysian exp erien ce  in  regard to  the 
management developm ent and employee o r ie n ta t io n  and tra in in g  
aroused co n s id e ra b le  in t e r e s t  among the p a r t ic ip a n t s .  The 
p r a c t ic e  o f  o rg a n is in g  a programme o f  in d u ction  f o r  new 
em ployees was con sid ered  u s e fu l .  Such a programme should 
in c lu d e  the fo llo w in g  elem ents :

<a) the b a s ic  d.nform at!on about the. in s t i t u t io n /  
such as i t s  h is t o r y /  o b je c t iv e s #  p o l i c i e s ,  
o p e r a t io n s , and p r o s p e c ts ,

(b) the. p r in c ip le s ,  phi 1qsophy and h is to r y  o f  the 
c o o p e ra t iv e  movement;

(c) in form a tion  about the s p e c i f i c  jo b  assigned  
to  the new em ployee,

f
The in d u ctio n  system o f  the M alaysian C ooperative  

Insuran ce S o c ie ty  was noted w ith  a p p re c ia tio n  by the Seminar, 
E qually  in te r e s t in g  and u s e fu l was the tra in in g  m eeting run 
by t h is  S o c ie ty  fo r  th e  employees du rin g  the lunch b rea k .

R ole  o f  tra in in g  in s t i t u t e s  in  em ployee 
t r a in in g  and developm ent

The Seminar suggested  th a t the t ra in in g  in s t i t u t e s  
should fre q u e n tly  review  t h e ir  t r a in in g  programmes to  make 
them as p r a c t ic a l  and s k i l l - o r ie n t e d  as p o s s ib le .  A t the 
le v e l  o f  the in d iv id u a l co o p e ra t iv e  in s t i t u t io n s ,  th ere  i s  
need to  l in k  t r a in in g  w ith  ca reer  p lanning  and ca reer  
developm ent. The 'la d d e r ' system o f  t ra in in g  in  the 
Scandinavian co u n tr ie s  may be u s e fu l ly  rdopted by the 
co o p e ra t iv e  in s t i t u t io n s  in  the R egion , w ith  the o b je c t  o f  
secu r in g  the developm ent o f  th e ir  men and p rov id in g  them 
o p p o r tu n it ie s  to  reach  the very  top  o f  the o rg a n is a t io n .
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As fo r  the approach to t r a in in g / i t  was f e l t  
th a t  the tra in in g  in s t i t u t e s  should adopt an in te g ra te d  
approach com prising  re sea rch / tra in in g  and co n su lta t io n  
a c t i v i t i e s  to  be ca r r ie d  ou t by the f a c u l t i e s .  conduct o f  
research  work w i l l  ensure th at teach in g  becomes re la te d  to  
the f i e l d  s itu a t io n s  and the problem s fa c in g  co o p e ra t iv e  
in s t i t u t i o n s .  System atic fo llo w -u p  o f  the tra in e e s  i s  a ls o  
e s s e n t ia l .  This a sp e c t  i s  n o t r e c e iv in g  the needed a tte n t io n  
w ith  th e  r e s u lt  th a t th ere  are  no m eaningful g u id e lin e s  
a v a i la b le  f o r  rev iew in g  the e x is t in g  t r a in in g  programmes.

✓

The s tra te g y  f o r  tra in in g  should in c lu d e  
p lan n in g  and con duct o f  tra in in g  programmes’ fo r  a l l  l e v e ls  
o f  Employees and board members in  the co o p e ra t iv e  in s t i t u t io n s .  
T h is 'm u lt i - le v e l  t r a in in g  s tra te g y ' w i l l  f a c i l i t a t e  the 
in tr o d u c t io n  o f  an o rg a n isa tio n  o f  new id e a s  and p r a c t ic e s  
taught to  the em ployees.

Some im portant problem s in  the area o f  
in s t i t u t io n a l  t r a in in g  f o r  co o p e ra t iv e  em ployees are  s

(a) id e n t i f i c a t i o n  o f  t r a in ih g  needs a t  d i f f e r e n t  
le v e ls  in  co o p e ra t iv e  in s t i t u t io n s /

(b) p ro v id in g  in c e n t iv e s  fo r  t ra in in g  to  em ployees 
a t  d i f f e r e n t  le v e ls  through gran t o f  s p e c ia l 
in crem en ts/ p ro m o tio n s ,e tc .

(c ) d ev e lop in g  such a teach in g  system whereby smooth 
and e f f e c t i v e  tra n s fe r  o f  le a rn in g  from the 
c la ss -room  to  r e a l - l i f e  jo b  s itu a t io n  i s  
f a c i l i  ta te d ,

(d) measurement o f  the e f fe c t iv e n e s s  o f  t r a in in g .

Trade Unions an d /C oop eratives s

The Working Groups d iscu sse d  the fo llo w in g  q u estion s  :

(1) (a) In the c o n te x t  o f  the id e o lo g y  o f  the co o p e ra tiv e
movement i s  th ere  any p la c e  f o r  tra d e  unions 
in  c o o p e ra t iv e  o rg a n is a tio n s ?
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Do you th in k  th a t the em ployees exp ect a 
b e t t e r  d e a l froin the c o o p e ra t iv e  management 
in  terms o f  monetary and non-monetary rewards?
I f  s o , how the management o f  co o p e ra tiv e  
o rg a n is a t io n  should meet th ese  needs?

In co o p e ra t iv e  o rg a n is a t io n s  where th ere  are  no 
tra d e  unions# how Would you l ik e  to  e s ta b lis h  
communication w ith  em ployees? P lease  con s id er  
in  th is  con n ection  the id ea  o f  j o in t  s t a f f  c o u n c il 
and i t s  scope and fu n c t io n s .

P lease  su ggest methods by which an e f f e c t i v e  
'human r e la t io n s  approach ' can be developed  
in  c o o p e ra t iv e  o rg a n isa tion s ; f o r  im proving 
em ployer-em ployee r e la t io n s ?

I t  was agreed th a t the o b je c t iv e s  o f  the co o p e ra t iv e  
movement and. the trad e  unions are  id e n t ic a l  in  th a t both
were engaged in  c o l l e c t i v e  a c t io n s  f o r  the fu rth eran ce  o f

/
th e  in te r e s t s  o f  t h e ir  members. .The b ir t h  o f  the 
c o o p e ra t iv e  movement took  p la c e  du rin g  the in d u s tr ia l  
r e v o lu t io n  among the in d u s tr ia l  w ork ers . Even tod a y , trade  
union w orkers in  v a r io u s  co u n tr ie s  o f  the Region have 
prom oted co o p e ra t iv e s  fo r  fu r th e r in g  t h e ir  econom ic in t e r e s t s .  
However, the need f o r  trade unions would vary  a ccord in g  to  
th e  com position  o f  the membership and the work fo r c e  in  
a c o o p e ra t iv e  in s t i t u t i o n .  A separate  trade union 
rep resen tin g  the em ployees would be unnecessary in  th ose  
c o o p e ra t iv e s  where the members them selves c o n s t itu te  the 
work f o r c e ,  e .g .  in  a s o c ie ty  o f  a r t is a n s ,  a labou r c o n tr a c t  
s o c i e t y ,e t c .  However, in  ca ses where the employee members 
c o n s t itu te  a sm all p rop ortio n  o f  the t o t a l  work f o r c e ,  a 
tra d e  union would be  needed to  p r o t e c t  and promote the 
in t e r e s t s  o f  the m a jo r ity  o f  the em ployees* In ca ses where 
the e n t ir e  work fo r c e  c o n s is t s  o f  non-members, th ere  i s  a 
d i s t i n c t  need fo r  th e  trade u n ion , which would a c t  as a 
watch dog and secu re  a proper d e a l f o r  th o  em ployees.
W hile re co g n is in g  the need fo r  tra d e  u n ion s , the Seminar 
was o f  the op in ion  th a t  s in ce  co o p e ra t iv e  ph ilosop h y  i s  based 
on e q u ity , th ere  should  be a c o n s tr u c t iv e  and c o r d ia l  
r e la t io n s h ip  w ith  the managements o f  c o o p e ra t iv e  in s t i t u t io n s

(b)

(2) (c)

(3)



30

and trade  u n ion s.

I t  was suggested  th a t the em ployees in  the 
c o o p e ra t iv e  s e c to r  should tr y  to  form t h e ir  own fe d e ra tio n  
o f  u n ion s / ra th er than seek a f f i l i a t i o n  w ith  the trade  
un ions rep resen tin g  em ployees in  the p u b lic  and the p r iv a te  
s e c t o r s .  This was con sid ered  n ecessary  in  view  o f  the 
f a c t  th a t the w orking co n d it io n s  in  the co o p e ra t iv e  i n s t i 
tu t io n s  m ight d i f f e r  co n s id era b ly  from p r iv a te  and p u b lic
s e c to r  bu sin ess in s t i t u t io n s .  Another v iew  in  t h is  regard

/
was th a t the trade  un ions in  co o p e ra t iv e s  were s t i l l  in  
t h e ir  in fa n c y  and d id  n o t  g e n e ra lly  p ossess  the same 
amount o f  stren gth  as the o ld e r ,  mature and b e t t e r -e s t a b l is h e d  
u n ion s in  the p u b lic  and p r iv a te  s e c t o r s .  T h ere fo re , the 
tra d e  unions in  the co o p e ra t iv e s  should  a f f i l i a t e  them selves 
w ith  o th er  unions in  s im ila r  tra d es in  o rd er  to  a cq u ire  
g re a te r  s tren g th .

Like th e ir  cou n terp a rts  in  o th er  k in ds o f
* in s t i t u t io n s ,  the em ployees o f  c o o p e ra t iv e s  ex p ect  f a i r  

monetary and non-m onetary rewards* The e x p ecta tio n  
i s  perhaps g rea ter  in  the ca se  o f  em ployees o f  c o o p e ra t iv e s  
because o f  the id e o lo g i c a l  b a s is  o f  th e  co o p e ra t iv e  movement. 
The em ployees r ig h t ly  f e e l  th a t the c o o p e ra t iv e s  working 
as they do fo r  s e r v ic e  ra th er than p r o f i t ,  should show 
g re a te r  regard fo r  t h e ir  wel fa r e  than the p r iv a te  s e c to r  
o r g a n is a t io n s . Management o f  a co o p e ra t iv e  in s t i t u t io n  
may meet the .needs o f  em ployees by tak in g  ca re  o f  the 
fo l lo w in g  :

i .  Proper P ersonnel p o l i c i e s ,  
i i .  F air Pay R ates,

i i i .  Clean Work P la ce ,
i v .  S a fety  P r o v is io n s ,

v .  Insurance and o th er  b e n e f i t s ,
v i .  V acation s and Leave,

v i i .  S tatus and S o c ia l R e la t io n s ,



( i )  Personnel P o l i c i e s  -  Every employee lo o k s  forw ard t o  
d e f in i t e  person n el p o l i c i e s  from th e  o rg a n isa tio n  he works in . 
W ithout t h is  gu ide  p o s t , th e  em ployees cannot en joy  p s y c h o lo g i
c a l  s e c u r ity  as t o  t h e ir  fu tu re  and t h e ir  lon g -term  in t e r e s t s .  
These p o l i c i e s  in v o lv e  everyth in g  from  d is c ip l in a r y  procedu re  
t o  recru itm en t, advancement and prom otion s. Vague and 
ambiguous statem ents o f  person n el p o l i c i e s  can undermine 
em ployees' co n fid e n ce  in  th e  management and cause f r u s t r a t io n .

( i i )  F a ir Pay -  In perform ing a jo b ,  a man wants t o  ensure 
th a t h is  b a s ic  human wants are met and th a t th e  payment i s  
commensurate w ith  th e  requirem ents o f  th e  jo b  he d oes . I f  
th ese  two elem ents are n ot p rov id ed  f o r ,  a good work f o r c e  
committed to  th e  o b je c t iv e s  o f  th e  o rg a n isa tio n  cannot be 
d eveloped .

This i s  an im portant fa c t o r  in  em ployee m otiv a tion . 
U su ally , d i s p a r i t ie s  in  b a s ic  r a te s  o f  pay f o r  the same 
k in d  o f  work c re a te  d is s a t is fa c t io n  and a ct  as a d is in c e n t iv e  
f o r  th e  em ployees. The management, should , th e r e fo r e , pay 
adequate a tte n t io n  to- the development o f  a f a i r  sa la ry  and 
wage s tru ctu re , which i s  r a t io n a l and c o n s is te n t . Ttie jo b  
ev a lu a tion  tech n iqu es can serve  a u s e fu l purpose in  t h is  
endeavour. The b a s ic  gu id in g  p r in c ip le s  w ith regard  to  b a s ic  
pay i s  "equal pay" f o r  equal w ork". F a irn ess in  rem uneration 
should  be ensured a ls o  in  r e la t io n  to  th e  ra te s  o f  pay f o r  
th e  same kind o f  work in  o th er  e n te r p r is e s  o f  s im ila r  s iz e

I
working in  th e  same area .

In a d d it io n , w e lfa re  a c t i v i t i e s  may be taken up by the 
c o o p e ra t iv e  en p loyer  by prom oting t h r i f t  and c r e d it  coop era 
t iv e s  and consumers s to re s  f o r  em ployees; c o o p e ra t iv e  canteens 
and r e c r e a t io n  c lu b s .

I t  i s  in p o rta n t to  n ote  th a t  n o n -fin a n c ia l in ce n t iv e s

31
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p la y  an im portant p a r t  in  d eve lop in g  th e  em ployees' commitment
to  t h e ir  work and th e  o rg a n is a t io n . The. more, im portant among
such fa c t o r s  are :

(a )  jo b  s e c u r ity ;
(b ) o p p ortu n ity  f o r  advancement;
(c )  s ta tu s  in  th e  o rg a n is a t io n ;
(d) r e c o g n it io n  o f  good perform ance;
(e ) op p ortu n ity  f o r  p erson a l growth and developm ent;
( f ) p a r t ic ip a t io n  in  th e  p ro ce s s  o f  decision -m a k in g ;
(g ) f e e l in g  o f  w orthw hile accom plishm ent.

G en era lly  th e  Union fu n c t io n s  as a channel o f  upward 
com munication ca rry in g  th e  fe e l in g s ,  r e a c t io n s , and problem s 
o f  th e  em ployees to  th e  management. The management has to
be co n sta n tly  in  touch w ith  t h is  channel to  a v o id  a
"com m unication g ap ". Where, however, em ployees do n ot have 
a Trade Union, the management has to  p ro v id e  s u ita b le  
channels whereby em ployees can communicate w ith  the manage-, 
ment, and th e management can convey to  th e  em ployees th e  
p o l i c i e s ,  programmes and o th er  in fo rm a tio n .th a t  i s  n ecessary  
to  m aintain prop er r e la t io n s h ip s  w ith  th e  em ployees.

( i i i )  A c lea n  work p la c e  i s  n ecessary  fo r  th e  h ea lth  o f  
em ployees w ithout which th e  errployer would be fa ce d  w ith  to o  
many s ic k  le a v e  a p p lica n ts  and p oor  p r o d u c t iv ity .  In most 
c o u n tr ie s , th e  law re q u ire s  th a t such b a s ic  f a c i l i t i e s  be 
p rov id ed  in  o rg a n isa tio n s  o f  a c e r ta in  type  and s iz e .

( iv )  S a fe ty  P ro v is io n s  -  These are  e s s a o t ia l  t o  g iv e  
econom ic and p s y c h o lo g ic a l s e c u r ity  t o  em ployees. Among o th er  
th in g s , p rop er f i r e  f ig h t in g  f a c i l i t i e s  should be 
in s t i t u t e d  in  co o p e ra t iv e s  o f  medium and la rg e  s iz e s .
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(v) Insurance- and - B e n e fits  -  These r e la t e  to
o f  the fu tu re  o f  the employee and h is  

depen dents. Every em ployee i s  concerned about the s e c u r ity  
o f  h is  fa m ily , p a r t ic u la r ly  a f t e r  re tirem en t from s e r v ic e .  
B e n e fits  needed in  t h is  connectonn a re  P rov ident Fund,
A cc id e n t  b e n e f it s  and R etirem ent b e n e f i t s .

(v i)  V acation s and le a v e  -  Everyone look s, forward
to  enough le is u r e  and h o lid a y  fo r  recu p era tin g  the energy 
l o s t  in  w ork, fo r  r e c r e a t io n  and fo r  a tten d in g  to  h is  
p erson a l and s o c ia l  o b l ig a t io n s .  The o rg a n isa tio n  can meet 
t h is  common need o f  the em ployees by making adequate p ro v is io n  
f o r  le a v e  and v a ca tion s*

(v id ) S o c ia l  R e la t io n s  and Status -  Every man wishes 
to  be  resp ected  and tre a te d  w ith  r e s p e c t .  This must 
m a n ifest  i t s e l f  in the jo b  ho d o e s . An em ployer must 
th e r e fo r e  ensure th a t  the d ig n ity  o f  every man i s  m aintained 
r e g a rd le s s  o f  the jo b  he d o e s .

A jo b  must enhance the s o c ia l  image o f  the 
em ployees. Every man lo o k s  f o r  t h is  in  h is  employment 
and - any degrading o r  b e l i t t l i n g  o f  h i s  s ta tu s  o r  d ig n ity  
in  ^mployrrent w i l l  redu ce  h is  p r o d u c t iv ity .

Communica t i  on

The media o f communication that can be employedI
by the management in  i t s  d e a lin g s  w ith  the (employees may be 
c a te g o r is e d  as :

(a) form al and (b) in fo rm a l.

The form al media in c lu d e  n e w -le t te r s , n o t ic e  
b oa rd , s t a f f  m eetin gs, con feren ces  and sem inars, employee ; 
t r a in in g  programmes, fu n c t io n a l com m ittees, c i r c u la r s  and 
memoranda, some o f  the in form a l methods commonly used in  
o rg a n is a t io n s  in c lu d e  : in form a l con v ersa tion  between
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su p e r io r  and su b ord in a te , s o c ia l  g a th er in g s , sp orts  
a c t i v i t i e s  and tallcs in  the ca n teen s, l i b r a r ie s # e t c .

I t  was f e l t  th a t  a monthly o r  q u a r te r ly  news
l e t t e r  is su e d  by the management cou ld  serve  as an e f f e c t iv e
medium o f  communication w ith  the em ployees p a r t ic u la r ly
on the changes th a t have taken p la ce  in  the orga n isa tion #
movemaits o f  s t a f f  from one u n it  in  the o rg a n is a tio n  to
a n oth er, im portant d e c is io n s  taken by the management and
even im portan t changes in  the environm ent which may have
a b ea r in g  on the w orking o f  the o r g a n is a t io n . G enerally#
idu-jrsRSQfld a ls o  in c lu d e  news about the fa m il ie s  o f  the
em ployees and s o c ia l  fu n c t io n s  which would c re a te  in t e r e s t

t
in  t h is  medium on the p a rt  o f  the em ployees.

The n o t ic e  board pu t up a t  a prom inent and con 
sp icu ou s p la c e , on the prem ises o f  the in s t i t u t io n  can 

serve  a u s e fu l purposO in  regard  to  communication w ith  the 
em ployees. In form ation  rega rd in g  management d e c is io n s  
a f f e c t in g  employees# th e 1 management p o l ic ie s #  measures fo r  
the recru itm en t, t r a in in g  and developm ent o f  personnel# 
d e c is io n s  r e la t in g  to  tra n sfers#  d ism issa ls#  suspensions#
e t c .#  tim e and p la ce  o f  m eetings# con fe ren ces  o r  seminarst
to  be conducted w ith in  or  o u ts id e  the o rg a n is a tio n  can be 
communicated to  the em ployees e f f e c t i v e l y  and e x p e d it io u s ly  
through the n o t ic e  board .

S ta f f  meeting convened p e r io d ic a l ly  p ro v id e s  
a v ery  u s e fu l op p ortu n ity  fo r  e s ta b lis h in g  c o n ta c t  w ith  
the em ployees. The advantage w ith  such co n ta c t  is #  th a t 
i t  p ro v id es  an op p ortu n ity  fo r  a two-way commuili ca t io n , 
flh ile  th e  management can u t i l i s e  the m eeting fo r  tak ing  -the 
em ployees in to  co n fid e n ce  about i t s  programmes and p o l i c i e s  
o r  the proposed  changes in  the o r g a n is a t io n 's  s tru ctu re#  the 
em ployees have an op p ortu n ity  o f  conveying th e ir  f e e l in g s  
and r e a c t io n s  to  the management. P rop erly  conducted# the 
p e r io d ic a l  s t a f f  m eetings con become exixe* y e f f e c t i v e  
media o f  communication between the management and the em ployees.
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The con fe ren ces  and seminars conducted by the 
o rg a n is a tio n  can b e  u t i l i s e d  by the em ployees to  h ig h lig h t  
t h e ir  problem s and' fo cu s  a tte n t io n  on ce r ta in  is s u e s  which 
piay have been a g ita t in g  th e ir  m inds. These p rov id e  a good 
ground fo r  tAe exchange o f  vL ews between em ployees and the 
management on m atters o f  common in t e r e s t .

T ra in ing  and o r ie n ta t io n  programmes may a ls o  
be u t i l i s e d  by the management 'to  im part in form ation  about 
the orga n isa tion #  i t s  p o l i c i e s  and programmes# and op p ortu n i
t i e s  f o r  developm ent and growth to  the em ployees. I t  was 
f e l t  th at i f  an o r ie n ta t io n  programme cou ld  be conducted
in  la rg e  o rg a n is a t io n s  d a i ly  or  on a lte rn a te  days# i t  would

i-
keep the channels o f  communication between the management and 
the em ployees c le a r  and open and would# o f  course# p rov id e  
op p ortu n ity  to  the em ployees to  enhance t h e ir  p r o f ic ie n c y  
in  c e r ta in  s k i l l s  b e s id e s  adding to  t h e ir  knowledge about 
areas th a t in t e r e s t  them. The example o f  the M alaysian 
C ooperative  Insurance S o c ie ty  o f  M alaysia i s  worth studying  
arid em ulating in  th is  reg a rd .

V arious com m ittees on which em ployees may be 
rep resen ted  p rov id e  u s e fu l  o p p o r tu n it ie s  fo r^ d is cu s s io n s  
on the problem s o f  v a r io u s  fu n ctio n s  or u n it s  o f  the 
o rg a n is a t io n . The d e l ib e r a t io n s  o f  th ese  com m ittees need 
to  b e  d issem inated  w id e ly  among the em ployees o f  the 
o r g a n is a t io n .

Changes made in  the org a n isa tion #  s t r u c t u r e , , 
p o l i c i e s  and programmes can be communicated to  the em ployees 
by means o f  c i r c u la r s  and memoranda. However# the management 
needs to  be  c a r e fu l in  i t s  ch o ice  o f  words fo r  q u ite  o fte n  
the message i s  l o s t  ju s t  because the words and the form at o f  
the c i r c u la r  a£re r o u t in is e d .
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Another u s e fu l measure fo r  encouraging, 
p a r t ic ip a t io n  in  tfoe w orking o f  the in s t i t u t io n s  w ith  the 
o b je c t  of. em ployee.developm ent i s  the in s t i t u t io n  o f  
su gg estion s  scheme' w ith  s u ita b le  reward^ fo r  th ose  who 
come up w ith  c r e a t iv e  s o lu t io n s  to  ta c k le  problem s o r  make 
su g g estion s  r e s u lt in g  in  c o s t  red u ction  o r  in crea sed  
revenue fo r  the in s t i t u t io n .

Among the in form al methods o f  com munication/ 
the m ost im portant seems to  be the d a i ly  o r  frequ en t 
c o n ta c t  between the in d iv id u a l em ployees and the su p erv isory  
s t a f f .  The communication gap between the management and 
the em ployees a r is e s  and d eve lop s m ainly when th ere  i s  very  
l i t t l e  co n ta c t  between the e x e cu tiv e s  o r  su p erv isor  and 
th e ir  su b ord in a tes . To every  em ployee, h is  su p erio r  
rep resen ts  the management and th e re fo re  the management's 
a t t it u d e s  and p o l i c i e s  a re  u s u a lly  in fe r r e d  from the 
su b o rd in a te 's  p e rce p t io n  o f  the a t t itu d e  and behaviour 
o f  t h e ir  immediate s u p e r io r s . A continuous d ia lo g u e  between 
the su p erv iso rs  and th e ir  men can s ta iv e  o f f-  a g re a t  d ea l 
o f  t r o u b le  th a t g e n e ra lly  a r is e s  because o f  m isunderstandings/ 
m isapprehensions and m isg iv in g s / tak ing  r o o t s  in  the minds 
o f  the employee^.

The s o c ia l  g a th erin gs in c lu d in g  d in n e rs , 
p a r t ie s ,  ex cu rs ion s  and p ic n ic s  org a n ised  by the management 
o r  th e  em ployees can a ls o  be  u t i l i s e d  fo r  in form a l c h i t  
ch at about the problem s o f  the o rg a n isa tion  and the em ployees 
and the d e c iso n s  taken by the management o n -d i f f e r e n t  
m a tters .

S p orts  a c t i v i t i e s  p ro v id e  o p p o r tu n it ie s  to  
the em ployees to  engage in  team-work and d ev e lop  g ood w ill 
and understanding among them selves and w ith  the members o f  
the management team. These pave the way fo r  more e f f e c t iv e  
communication and ra p p ort between the management and the 
em ployees.
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Canteens u s u a lly  se tv e  as the venue fo r  
a g r e a t  d ea l o f  in form a l exchange o f  id e a s  and in form a tion  
among the em ployees.

One o f  the mechanisms fo r  e f f e c t i v e  corcmunicaU on 
between the management and employees# i s  the c re a t io n  o f  
J o in t  s t a f f  C o u n c ils . Norm ally the management e x e r c is e s  
i t s  p r e ro g a t iv e  to  take d e c is io n s  arid m erely in form s the 
em ployees about t h e ir  im plem entation . I t  i s  r e a lis e d  th a t 
t h is  type o f  communication lea v es  a5 l o t  to  be d e s ire d  in  
th a t  i t  p resen ts  a f a i t  accom pli to  the em ployees and th at 
i t  d oes  n o t  take in t o  accou nt th e ir  r e a c t io n s  o r  f e e l in g s .
To b r in g  about a r e la t io n s h ip , o f  mutual understariding 
between the management and i t s  s t a f f  and to  em otion a lly  
in v o lv e  the em ployees in  the decision -m alcing p ro cess  # a 
J o in t  s t a f f  c o u n c il  c o n s is t in g  o f  the re p re s e n ta tiv e s  o f  the 
management and the em ployees may be s e t  up p a r t ic u la r ly  
where the em ployees a re  n o t u n io n is e d , in  fa c t  such a co u n c il 
w i l l  have alm ost equal u t i l i t y  even where the trade  union 
i s  in  e x is te n c e .

The J o in t  S ta f f  C ouncil w i l l  serve  in  g iv in g  
views# ideas#  and su gg estion s  on v a r io u s  s t a f f  problem s 
l i k e  the terms and c o n d it io n s  o f  se rv ice #  the s o c ia l  
s e c u r ity  b e n e f it s  to  be  in troduced# the wage stru ctu re#  
t r a n s fe r s  and prom otions# employee grievances#  changes in  
le a v e  ru le s  and th e  in tr o d u c t io n  o f  in c e n t iv e  schemes o f  
rem uneration . I t  can a ls o  serve  as a forum  fo r  fr e e  and 
frank  d is c u s s io n s  on problem s o f  mutual in t e r e s t  to  the 
em ployees and the management.

Where the em ployees have a tra d e  union# the 
corranunica t io n  system should in t e r - a l i a  p rov id e  fo r  the 
fo llo w in g  t

(a) .union a s s o c ia t io n  in  handling em ployees grievances#
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(b) j o i n t  co n s u lta t io n  through j o i n t  co n s u lta t io n  
com m ittees, work com m ittees o r  j o i n t  management 
co u n c ils , w ith  management and union rep resen ta tion *  and

(c) p e r io d ic  c o l l e c t i v e  ba rga in in g  on wages and 
c o n d it io n s  o f  s e r v ic e s  lea d in g  to  an agreement 
between the. management and the u n ion .

Human R e la tion s  Approach in  
Employer*-Employee R e la t io n sh ip

The estab lish m en t o f  a sound em ployer-em ployee 
r e la t io n s h ip s  o r  s t a f f  r e la t io n s  i s  con sid ered  to  be 
a s in e  qua non fo r  the growth o f  any e n te r p r is e .
I t  assumes added im portance in  co o p e ra t iv e  in s t i t u t io n s  
where the o b je c t iv e  i s  b roader than p r o f i t  making# mere 
s u rv iv a l o r  growth o f  the in s t i t u t io n .  The co o p e ra t iv e  
e n te r p r is e  stands f o r  dem ocratic  and human v a lu es  in  an 
econom ic o rg a n isa tion  and, th ere fore#  i f  the p eop le  
p a r t ic ip a t in g  irf co o p e ra tiv e  a c t i v i t i e s  even as pa id  em ployees 
do n o t  g e t  a f a i r  d e a l and f e e l  a ggrieved  a t  the treatm ent 
meted o u t  t o  them# i t  would d e fe a t  the b a s ic  purpose o f  
a co o p e ra t iv e  and would m il i t a t e  a g a in s t  the s p i r i t  o f  the 
c o o p e ra t iv e  movement.

The o b je c t iv e s  o f  sound em ployer employee 
r e la t io n s  in  an o rg a n isa tio n  as commonly recog n ised  by 
managements are  s

(a) maximum u t i l i s a t i o n  o f  human re sou rces  f o r  the
accom plishm ent o f  o rg a n is a t io n a l and id e o lo g i c a l  
o b je c t iv e s !

(b) m axim isation o f  c o l l e c t i v e  co n tr ib u t io n  o f  th e  .
em ployees? and

(c) ensuring  the smooth# e f fe c t iv e #  e f f i c i e n t  
harm onious working o f  the e n te r p r is e .

The human r e la t io n s  approach to  s t a f f  management 
r e la t io n s  c o n s is t s  in  in te g r a t in g  the g o a ls  o f  in d iv id u a l 
em ployees w ith  the o rg a n is a t io n a l o b je c t iv e s  so as to  ach ieve
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maximum p r o d u c t iv ity  w ith  the maximum o f  s a t is fa c t io n  
to  th e  em ployees. I t  seeks to  u t i l i s e  the in te r a c t io n s  
among the members o f  the s t a f f  f o r  g en era tin g  jo b  
s a t is fa c t io n s  and c re a t in g  co n d it io n s  f o r  maximum in d iv id u a l 
and c o l l e c t i v e  c o n tr ib u t io n s  towards the attainm ent o f  the 
o b je c t iv e s  o f  the in s t i t u t io n *  Some o f  the im portant 
a sp e cts  o f  t h is  approach are s

(a) employee m o tiv ia t io n j
(b) employee p a r t ic ip a t io n *  •
(c ) e f f e c t i v e  communications# and
(d) developm ent o f  te a m -s p ir it ;

The adoption  o f  human r e la t io n  approach fo r  
b e t t e r  em ployer-em ployee r e la t io n s  would c a l l  f o r  the 
fo llo w in g  p r in c ip a l  measures to  be taken by the managements

Management by O b je c t iv e s

The con cep t and p h ilosoph y  o f  management 
by o b je c t iv e s  can a ls o  be  used to  c re a te  co n d it io n s  fo r  
h igh  m it iv a t io n  and e f f e c t i v e  t e a m -s p ir it .  Management by 
o b je c t iv e s  c a l l s  f o r  the c le a r  determ in ation  o f  the broad 
o b je c t iv e s  o f  the o rg a n isa tio n  and the f ix a t io n  o f  ta r g e ts  
and o b je c t iv e s  f o r  the groups and in d iv id u a ls  in  co n su lta t io n  
w ith  them. The ta r g e ts  and o b je c t iv e s  should be review ed 
from  tim e to  tim e in  the l i g h t  o f  perform ance by the 
management and em ployees con cern ed , thus g iv in g  the em ployees 
a sense o f  continuous p a r t ic ip a t io n  in  th e  a l lo c a t io n  o f  
work and i t s  perform ance. The example o f  Malaysian Coopera
t iv e  Insurance s o c ie t y  was c i t e d  w herein t h is  approach had 
l e t  to  a co n s id e ra b le  in cre a s e  in  b u s in ess  compared to  the 
y ea rs  when management had f ix e d  ta r g e ts  and asked the 
em ployees to  f u l f i l  them.
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Req u is i t e s  o f  a P urposive P ersonnel P o l ic y

R ecogn isin g  th a t the form u lation  o f  person n el 
p o l ic y  has n o t  re ce iv e d  the amount o f  a tte n t io n  th a t  i t  
d e se rv e s , th e  Seminar d iv id e d  i t s e l f  in to  th ree  groups w ith  
the o b je c t  o f  examining the co n d it io n s  n ecessary  fo r  
e v o lv in g  p u rp osive  and p ro g re s s iv e  person n el p o l i c i e s  in  
co o p e ra t iv e  in s t i t u t io n s  a t  d i f f e r e n t  l e v e l s .  The problems 
o f  the sm all s o c ie t i e s  in  ru ra l and urban areas w ith  regard 
to  o p p o r tu n it ie s  fo r  t r a in in g , developm ent, and ca ree r  
advancement o f  the em ployees w ere taken up fo r  d is cu s s io n  
f i r s t .

I t  was f e l t  th a t  the h ig h e r - le v e l  and apex 
o rg a n is a tio n s  have a s p e c ia l  r e s p o n s ib i l i t y  towards th e ir  
a f f i l i a t e s  n o t  on ly  w ith regard to  the prom otion o f  b u sin ess  
bu t a ls o  in  r e s p e c t  o f  person n el management, s in c e  the 
sm aller c o o p e ra t iv e  s o c i e t i e s  in  ru ra l and urban areas cannot 
a f fo r d  to  org a n ise  independent t r a in in g  programmes fo r  th e ir  
em ployees and cannot a ls o  send th e ir  em ployees away tb  
t ra in in g  in s t i t u t io n s  fo r  lon g er  periods#  i t  was suggested  
th a t sh ort-term  fu n c t io n a l cou rses  w ith  s p e c i f i c  jo b -o r ie n t a t io n  
should be orga n ised  by the secondary co o p e ra t iv e  in s t i t u t io n s .  
Further# f o r  th ose  showing p o te n t ia l  f o r  advancement, 
a p p rop ria te  t ra in in g  in  p r in c ip le s  o f  cooperation #  b u sin ess  
p o l ic ie s #  and sa le s  purchase, and accou n tin g  procedu res may 
be org a n ised  a t  the co o p e ra t iv e  tr a in in g  in s t i t u t e s .  The 
secondary s o c i e t i e s  should pursue the p o l ic y  o f  p ro v id in g  
o p p o r tu n it ie s  f o r  ca reer  advancement to  the prom ising 
employees by absorb ing  them in  s u ita b le  p o s it io n s  in  th e ir  
own o rg a n is a t io n s . I t  was a ls o  con sid ered  n ecessary  to  draw 
up lon g -ra n ge  in d iv id u a l 'ca reer  developm ent p lan s f o r  the 
se n io r  p erson n el o f  the sm all co o p e ra t iv e s  and use th ese  
as the b a s is  f o r  sp on sorin g  s u ita b le  em ployees f o r  t ra in in g  
programmes. Th is w i l l  h e lp  in  d ev e lop in g  th ese  personn el to  
shoulder h igh er r e s p o n s ib i l i t i e s  in  fu tu re .
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■The secondary in s t i t u t io n s  should prepare 
manual o f  in s t r u c t io n s  on person n el a d m in istra tion  fo r  the 
u se  o f  the prim ary s o c i e t i e s .  A manual o f  th is, k ind w i l l  
have to  be prepared se p a ra te ly  fo r  s o c ie t i e s  in  each s e c to r  
o f  a c t iv i t y  in  the co o p e ra t iv e  movement. As broad gu id e lin es#  
the seminar suggested th a t  the fo llo w in g  im portant a sp ects  
should be covered  in  such a manual.

(a) Recruitm ent

The manual o f  in s t r u c t io n  may p rov id e  s u f f i c i e n t l y  
d e ta i le d  gu idance oh the a u th o r ity  f o r  recru itm en t 
o f  personnel# sou rce  o f  recru itm en t (both p resen t and 
fu tu re )#  and e l i g i b i l i t y  requirem ents# and co n d it io n s  
o f  employment f o r  v a r iou s  grades o f  p erson n e l.

(b) sa la ry  and Wages

The manual may la y  down the procedu re fo r  the 
f ix a t io n  o f  b a s ic  sa la ry  and wage ra te s  and su ggest 
b a s is  on which ra te s  o f  rem uneration should be f ix e d  
fo r  d i f f e r e n t  le v e ls  o f  personn el in  the o r g a n is a t io n . 
I t  may a ls o  p ro v id e  the n ecessary  guidance on the 
proper adm in istra tion  o f  s a la r ie s  and wages.

(c) Retirem ent b e n e f i t s

The manual can p rov id e  some d e t a i le d  guidance 
on v a r iou s  retirem en t b e n e f it s  such as the gen era l

I
providend fund# ra te  o f  em ployees' oontiribution# 
quantum o f  em ployers ' con tr ib u tion #  the amount o f  
g r a tu t ity  to  be paid# the b a s is  o f  c a lc u la t in g  the 
g ra tu ity  and o th e r  r e la te d  m atters . I t  may a ls o  
con ta in  guidance on the v a r io u s  s o c ia l  s e c u r ity  
measures which need to  be adopted f o r  the em ployees 
under the re le v a n t  labou r law s.
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(d) T ra in in g

The sm aller co o p e ra t iv e  in s t i t u t io n s  and the prim ary
le v e l  s o c ie t i e s  "w ill b e n e f i t  immensely i f  the manual 
prepared by the fe d e r a l body a ls o  p rov id es  in form a tion  
as t o  how to  id e n t i f y  t ra in in g  needs, the o b je c t iv e s  
o f  p r e -s e r v ic e ,  in - s e r v i c e ,  in s t i t u t io n a l  t r a in in g , 
as w e ll  as the f a c i l i t i e s  a v a i la b le  f o r  such t r a in in g , 
in form a tion  may a ls o  b e  g iven about the a v a i la b i l i t y  
o f  l i t e r a t u r e  f o r  t r a in in g , m ethods, f o r  o n -t h e - jo b  
tra in in g  and the a v a i la b i l i t y  o f  corresponden ce 
co u rse s , i f  any.

(e) Perform ance a p p ra isa l •

To ensure th a t the low er le v e l  co o p e ra tiv e  
in s t i t u t io n s  d evote  enough a tte n t io n  to  th e  qu estion  
o f  d ev e lop in g  t h e ir  p erson n el through sy stem a tic  
perform ance a p p ra is a l, the manual should g iv e  
re le v a n t  guidance on the o b je c t iv e s  and u ses  o f  
perform ance a p p ra is a l, the methods o f  perform ance 
a p p ra is a l, the review  o f  perform ance a p p ra isa l 
system , and m aintenance o f  personn el re co rd s  fo r  
purposes o f  t o n t r o l  o f  person n el and t h e ir  developm ent.

The important pre-requisite for the formulation 
and implemoitation of a purposive personnel policy include 
the following :

/

( i )  proper re g u la t io n s  fo r  recru itm en t, w ages, working 
h ou rs , s e c u r ity  o f  s e r v ic e ,  l in e  o f  advaneement, 
t r a n s fe r s , t r a in in g , s o c ia l  s e c u r ity , b e n e f i t s ,  
le a v e , suspensions and d is m is s a ls .

( i i )  E s ta b lish in g  proper channels o f  communication 
adm itting  oE two-way flow  o f  in s t r u c t io n s ,  gu idance, 
id e a s , su g g estion s , g r ie v a n c e s ,e t c .  between the 
management and the em ployees.



43

( i i i )  E s ta b lish in g  some form o f  j o i n t  co n su lta t io n  
which would ensure a sense o f  p a r t ic ip a t io n  in  the 
working o f  th e  en\:er;ori se to  the em ployees.

( iv )  R espect f o r  the in d iv id u a l and M s  view  p o in t /

(v) sa feguard ing  the personnel a g a in s t  p o l i t i c a l  
in te r fe r e n c e .

(v i)  Absence o f  d is cr im in a tio n  on grounds o f  r a ce , 
sex.- r e l ig io n #  p o l i t i c a l  O p in ion s# etc .

( v i i )  A p o s i t iv e  approach towards tra d e  unions#

( v i i i )  O pp ortu n ities  f o r  in form a l g e t -to g e th e r s  and the 
developm ent o f  s o c ia l  coh esion  among the p erson n e l.

Common Cadre o f  P ersonnel

One o f  the problem s r e la t in g  to  personn el 
management in  co o p e ra t iv e  o rg a n isa tio n  i s  the w ide d iv erg en ce  
and d i s p a r i t ie s  in  p a y -s ca le s  and o th er  c o n d it io n s  o f  s e r v ic e .  
Adding to  i t  i s  the problem  o f  a cq u ir in g  and re ta in in g  m anagerial 
person n el p a r t ic u la r ly  in  sm aller co o p e ra t iv e s  whose ca p a c ity  
to  pay i s  l im ite d . In In d ia , su gg estion s have been made 
from tim e regard in g  the form ation  o f  common cadres fo r  
m anagerial personn el a t  the secondary le v e l  o rg a n isa tio n s  
fo r  the b e n e f i t  o f  the a f f i l i a t e d  o r g a n is a t io n s . Keeping in  
view  the statem ents made by the resou rce  persons and subsequent 
d is c u s s io n s  the p a r t ic ip a n ts  were o f  the viow  th a t the cadre 
system should be a f l e x i b l e  on ec I t  was n ecessary  to  have, 
cadres o f  em ployees fo r  each in d iv id u a l o rg a n isa tio n  o f  a v ia b le  
s i z e .  R osters  o f  com petent p eop le  may be m aintained by the 
c e n tr a l o rg a n isa tio n s  a t  the d i s t r i c t ,  s ta te  and the n a tion a l 
le v e L s . Whenever th ere  i s  a vacancy in  a co o p e ra tiv e  
o r g a n is a t io n , the c e n tr a l o rg a n isa tio n  may b e  asked to  g iv e  
a l i s t  o f  s u ita b le  can d idates fo r  th a t vacancy and a co o p e ra t iv e  
o rg a n is a t io n  concerned cou ld  s e le c t  the most s u ita b le  can d idate  
o u t  o f  t h is  l i s t .  There should be a two-way communication
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between the co o p e ra t iv e  s o c ie ty  and the c e n tr a l 
o rg a n isa tio n  f o r  s e le c t io n  o f  n ecessary  stp .ff.. in  t h is  
way, the c e n tra l p rg a n isa tio n  w i l l  be  a b le  to  p ro v id e  a

I
s o r t  0f  v o lu n ta ry  con su lta n cy  s e r v ic e  to  i t s  members s o c ie t i e s  
w ith ou t com p ellin g  them to  employ p a r t ic u la r  p erson s . The 
Seminar f e l t  th a t  t h is  d e c e n tr a lis e d  system  t .-ill  
have advantages over  the system o f  a r ig id  cadre  operated  
by the secondary o rg a n isa tion #  as under t h is  system , the 
a f f i l i a t e  s o c ie t i e s  would m aintain autonomy and have the 
needed a u th o r ity  ov er  the person n el employed by them in  

—ord er  t o  secu re  e f f i c i e n t  s e r v ic e  f o r  them.


