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REGIONAL SEMINAR ON PERSONNEL MANAGEMENT IN COOPERATIVES
" 27 september to 16 October,1971 : New Delhi,India

REPORT

Introdgction

A Regional Seminar on Personnel Management in
Cooperatives was jointly held by the ICA Regional Office
and Education Centre for South-East Asia and the National
Cooperative Union of India, at New Delhi from 27th September
to 16th October, 1971,

Twenty-five participants from India, Indonesia,
Iran, Republic of Korea, Malaysia, Nepal, the Philippines,
Ssingapore and Thailand attended the scminar, Mr P.S, Barr-
Kumarakulasinghe, from the I.,L.0, attended as an observer,
The ICA RO & EC provided Resource Persons for the seminar
from India, Malaysia and Sweden, Mr J.,M, Rana, Director
(Education), ICA Regional Office and Education Centre for
south-East Asia was the Director of the Seminar,
Dr Dharm Vir, Joint Director (Bducation) assisted in the
condact of the seminar &s its Associate Director,

The Seminar was inaugurated by  the .Hon’ble
Shri Fakhruddin Ali Ahmed, Minister for Agriculture,
Government of India on the 27th Scptember in the presence
of.a distinguished gathering which included the Hon’ble
shri A,P, shinde, Minister of State in the Ministry of
Agriculture, Government of India, Count C.G, Bielke,
Counsellor of thc Royal Swedish Embassy in India, and
Mr George Hutton, Represcentative in India of the F.A,0.



Dr R,C, Dwivedi, Director, National Cooperative Union
of India welcomed the delegates on behalf of the cooperative
movement in India, Mr P,E, Weeraman, Regional Director
of ICA Regional Office & Education Centre presided over
the inaugural session,
A copy of the seminar precgramme and list of participants

are appended hereto,
Present pos1t10n - Bacquound‘Pipers s

The proceedings of the seminar startcd with
the presentation of papers by the delegates from the.
participating ‘countries giving a descriptive Account of the
personnel policies and practices in their respective

/s

organisations as also in the cooperztive movement in their
respective countries, The presentation of these papers and
discussions thereon provided to the seminar necessary
background infoimation for subsequent discussions on questions
of personnel policy and personnel management -ractices.
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All the presentations were followed by inquisitive
enquiries about the details of the cooperative structure and
personnel policies in different organisations and countries,
The Maiaysian and South Korean presentations appearea to
evoke particular interest among the participants, The
Malay31an experience with regard to the development of' sklllé
inventories as the basis for career development planning was
considered to be a good model for cooperative institutions
elsewhere to cmulate, = Likewise the South Korean structural
arrangements under which the National ngricultural Federation
is responsible for personnel administration in the regional
federations, and the regional feieratlons, in turn, take the
responsibility for administering personnel in the prlmary level
cooperatives attracted attention as a model worth experimenting
with, elsewhere in the Region, Of particular interest in the
South Korean presentation was the fact that the National
Agricultural Cooperative Federation met the deficiepcy.towards
the payment of bonus tc its own employees as well as to those
of its affiliates during the years when the profits h@fe inadequate,



Role of the Personnel Function

Following the presentation of background
papers by the delegates representing the cooperative
movements in different countries, a paper .on the role of
personnel function in a business enterprise . was presented,
The text of the paper is appended in the annexure, It is
accepted by all that the human resource is unigue in that
it stands apart from the other resources in an enterprise,
In fact the utilisation of the other resources depends
very much on how this dgnamic and complex resource is
handled by the management, The management has to gain
familiarity with the findings of the various social sciences
which have been engaged in the difficult task of probing
into human behaviour and discovering its main-springs and
manifestations with the object of regulating and channelising
it for the accomplishment of orgenisational goals, Since
every méﬁager has to deal with men, he has the fuhdamental
responsibility for the management of human resvurces woik ing
under his direction. But considering the complexity and
magnitude of the task, xirticularly in.the larger organisations,
it is necessary to provide assistance to the line managers
in the management of personnel by giving them the benefit
of the special concepts and techniques in the field of ~
personnel management, This makes it necessary for -larger
organisations to empioy specialists to advise and assist
the gencral managers in the formulation and implementation
of personnel pblicies. The growing cooperative organisations
also need to give sufficient and pointed attention to this
neced and take steps to develop a proper organisation and
system for perscnhel administraticn, as is being done by
private and public sector enterprises,

A personnel department in any cooperative
organisation has to perform three major functions : (a) to
secure and maintain the right quality and the right number of
personnel, (b) to help in balancing crganisational and



employees” individual needs, and’ {c) to help the.managgment
in fulfilling the obligations of the enterpricse to the '
community, The personnel specialist and his staff must be
available to managers and other emplovees at all the
different levels of management and must accept the responsi~
bility for developing and meintaining the communicatioen
system in the organisation, The main tasks of personnel
managers in cooperative organisaticons would be the following :

(i) Assisting the management in developing a proper
organisational structure by clearly formulating
the status hierarchy and its role, and projecting
the personnel needs over a sufficiently long period
to plan for organlsatlonal development and
managerial succeSSjon,

(ii) Assisting the management in developing and
operating the system of reweards and punishment with
the object of encouraging the desired kind of work
behaviour on .the part of the employees, The system
of rev::r g and punishment should include both
. monetary and non-monetary factors which arc known to
have a bearing on the motivation of personnel, Salary
and wage differentials must be based con differences
in factors like sgkill, responsibility. effort, working
cortlitions, etc, within the framework of the organisa-
tion, A basic decision tc be taken by the management
is 2bout the proportion between monetary and non--
monetary compensaticn, It will be useful for the
manogements to consider what part of compensation can
be given to the emnloyees in the form of facilitles,
benefits and services, Of course, the strategy will
vary according to the expectitions of the employees
and the resources available at the disposal of the
management,

(iii) Organising training and develooment of employees
tc enable them to cope with the changes taking place
in technology, job decsign, and organisatiocnal structures,
In this connection, attention will alsc have to be
paid to availing the training facilities available
outsid e the organisation,

Gv) Management of industrial relations ie an important
responsibility of personnel managers, It may be noted
here that industrial relztions can not be improved
simply by giving more benefits to the employees,
Experience shows that giving a benefit ~ften creates
more problems than not giving. The personnel menager



has, therefore, to direct his attention towards

a judicious distribution of benefits, He has also
to decide upon the opportune time so that a benefit
given to the employees will have the desired effect,

(v) Creating conditions within the organisation where
individual and group bchaviour contributes to
achievament of organisation objectives, The fundamental
principle in this regard is that a contribution of an
individual towards the objectives of the organisation
should be more than the cost incurred on him, The
basic needs of the emplovees should be taken care of
in order to ensure proper lcvel of job satisfaction
on their part,

Considering the fact that many cooperative
institutions may not have the resources to get suitable
specialists for helping thcem in evolving and implementing
a system of personnel management, the seminar suggested that
the federal cooperative institutions should help their
affiliates in this task, - . useful service that they could
easily render to their member organisations is the preparation
of manuals containing cuidance on matters relating to
personnel administration, The cooperative federations -should
also formulate, in consultation with their affiliates agreed
persconnel policies and practices to be followed by them,

An important and hard-pressing challenge that
all enterprises, including cooperative organisations, face
today is the demand for hicher wages, There is a general
feeling that wages are low in cooperative organisations,
This must be properly and promptly loocked into by the managements
80 that adverse psychological feelings in cooperative employees
can be removed and a sense of fairness achieved, Steps
towards standardisation of wages should also be considered
by the cooperative organisations,

Some times increases. in wages can Mut pressure
on the management to increasc the productivity of operations;
also the management will be compelled to seck reduction in
other costs effecting its operaticnal efficiency, In this
connection, a reference was made to the practice of some



private sector companies of establishing coperating ratios

for wagés as a percentage of the total cost and passing

on any surplus available in a particular year to the employees
in the form of benefits, Thié may be a better strategy as
compared to a straight increase in their pay rates because
this practice gives a somewhat greater scope to the management
to adjust the ramuncration and rewards to the employces
according to the working results for a particular year,

It is one of the central tasks of management in o
any enterprise to formulatc and implement a compensation policy
that would retain the pcersonnel in the organisation and would
help develop in them a sense of commitment to the enterprise,
The seminar félt that cooperative organisations should
formulate such wage scales and other terms of scrvice as
would enable them to attract and retain better quality of
employees, Such a policy would improve performance and
stimulate growth of cobperative organi sations,

Problems in dealing with the amplovees :

Rewards to selected employees for exceptionally
good performancé are necessary to encourage the better
employees, This could also act as a spur to thosc who are not
able to attain the desired level of performance, However, it
is neceséary to make objective assessment of thce performance
on the.job and the general behavdour of the employees, while
taking decisions about rewarding selected employees, It is
felt that such rewards will achicve the desired effect only
if their use is restricted to exceptional cases and they are
given in a form knéwn to be more acceptable to the amployees

concerned,

To ensure that the éystem of rewards and
punishment provides a basis not merely for higher output but
also serves as an instrumeﬁt of personnel dcvelopment, it is
suggested that the employces could be classified on the basis



of their performance as : (1) category ‘A’ employees i,e,
those showing potential for very rapid growth, (2) category
'B’ employees i.,e, those who are above the average but may
not be capable of very rapid growth, and (3) category’cCt
employees i,e, who are not promotable, The strategy for
promotion will have to vary according to the potential of the
di fferent catcogories of employees, Since monetary reward
is deemed to be a tangiﬁle recognition of good performance,
it may be seen whether better employees can be given special
raise in their pay over a term of two or three years and
promotions at intervals like five years, In a sense, it will
be judicious to undertake compensation planning for different
catégories of employees in order to provide a Dproper framework
of reward to them for their growth and development,

It is a common practice in the public sector and
the government departments to relate promotions to the
educational qualifications of a person, While this‘may:be
useful it is necessary to sce that there is 2 marked improvement
in the performance of the individual following the improyement
in his level of education, Promotions and special increﬁents
will achieve their objective of encouraging better performance
only if this principle is accepted and implemented, In
devising compensation structure and in administering the
compenses tion policy, the cooperatives should consider
formulation and incentive plans both for indiyidual employees
and groups, While individual incenmtive plans pose problems
of work measurement, the group incentive plans meet with a
problem when different standards have to be set for different
departments or sections of the organisation, Onc passible
basis for the payment of group incentive bonus can be the
rate of growth in the pcrformance of the different groups, or

sections,



The maintenance of discipline is a problem of
every manager whether he is in a copperativc organisation
or elsewherc, Discipline is best enforced when an employee
fully appreciates the objectives of the‘brdaﬁisation and the
need for the rules framed by the management for the realisation
of these objectives, 'The general quideline for,the enforce-~
ment of discipline is that it must be ehforced consistently
and with fairness, The focus of discipline should be on
improving the performance and developing the individual

employees,

Enployees in an orgahisation may have some
grienvance against the management, their immediate superiors
or their collengues, If they are not given a fair opportunity
to give vent to these, it is likely to.generate stress in
the ;elatiéhs between the management and the employees,
It is therefore necessary (a) to keep in constant touch with
the employées and redress their grievances as cquickly as
possible and (b) to establish a system of grievance-handling
wherein opportunity is provided for- appeal against the

review of the decisions made at the lower levels of
management, The technigue of non-directive counselling which
consists in providing the maximum opportunity to a person

tq, tall: oit freely and frankly what is on his mind is
recommended particularly in respect of the supervising staff,

Sometimes, the management faces peculiar problems
vwhen it lays down work standards and insists uﬁon their
attainment by the employees, If the standerds are too high,
they may only save to frustrate the employecs because none
is able to attain them, If they are too low, it would be a
loss to the organisation because a very large number of
employeces may be able to earn the promium for exceeding the
standards, It is, therefore, neccssary that proper measurement
of work based upon work study technique is undertcken for
establishing standards of;pbrformance.



It is usually thought that the enforcement
of discipline through punitive actions would always provoke
a reaction and may lead to complications in the relations
between the managéement and the employees, However, it has
been found through investigations that the employees expect
to be punished when found quilty of breach of discipline.
In fact, lack of reprimand or laxity in the enforcement of
discipline may only lead to further indiscipline, It must
be noted, however, that the employees are usually aware that
the management expects compliance with rulces and directions,
But, at the same time; they also expect a certain standard
of behaviour from the management and uniform standards in
enforcement of discipline for all categories of personnel,
In many organisttions, including some cooperatives, the
problem of employee discipline leads to a confrontation between
the trade union and the management not because the union does
not want its members to be punished but because the management
personnel get away with a breach of discipline, The managerial
personnel of cooperative organisations must meke it a point
to establish and show 2 high standard of discipline,

~

Personnel Planning

Considering the necd for professionalising
management in cooperative organisations and the growth and
expansion of business in cooperative séctor, it is necessary
tc adopt a syétematic strategy for the possession, utilisation,
improvement and preservation of human resources, Personnel
planning in the cooperative organisation should include not
merely the quantitative forecasting of the future manpower
requirements and an assessment of the human resodrces available,
but should alsoc encompass planning of organisational growth
and development, the qualitative assessment of skills,
planning of working environment, compensatiocn planning,
planning for better productivity, plenning for recruitment and
training, and planning for carecr develomment and succession at
all levelsin the organisation,
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Cooperative management should use personnel planning
for ensuring that'the movement has the right number of em-
ployees with the right level of talents and skills, in the
right jobs, at the right time, performing the right activities
to achieve the right objectives to fulfil the organisational
purpose, Personnel planning will yield the best dividends
if it is properly linked with the recruitment.;olicies, ‘the
employee development policies, performance appraisal system
and the compensation policy, Such planning acquires added
importance for those cooperatives which decide to adopt the
philosophy and system of ‘management by objectives®,

Recruitment of personnel &

The policy regarding recruitment ‘of personnel in
cooperative organisation differs from area to area, from
sector to sector and from ocne country to ancother, It is
imperative for a cooperative organisation to formulqﬁe'a sound
policy in this respect, since the success of other factors such
as training depends on the calibre of: persons initially
recrui ted,

Some important factors which would affect the
formulation of recruitment policy in a cooperative organisation

are @
(a). the 'general policy of the cooperative movement

in the country,
(b) the size and nature of the service to be'rendered-

by the organisation,

(c) avallability of manpower qualified for £filling up
the vacancies in the orgenisation,

(@) availability of similar opportunities in different
cooperative institutions at different or same levels,
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The seminar suggested that the function of recruitment
would be performed in ‘a more satisfactory manner if the
managing committee shares its authority in this behaif with
the chief executive and other senior Wmembers of the manage-
ment team, The Seminar felt that the chief executive must
be associated with the process of racruitrewt for all the
levels,

Selection of Personnel - Policy ond Procedurcs

The function of employees’ selection consists
in picking out the right man for the right job so as to ensure
that the organisational tasks are carried out by the most
céﬁpetent individuals, Some of the problems commonly faced
'by cooperatives and other organisations in the aféa of procure-
‘ment of personnel are

(2) pirating of employees by other organisations
: by offering jobs with greater opportunitics and
advancement and higher emoluments;

Ly frustration among employees cither because they
do not. feel equal to the requirements cf their jobs
or because they feel that the “emands of the job are
not enouch to call for a full utilisation of their
abilities and capacities;

{c) non-availability or shortage of persons in certain
" special skill arcas, effcctive personnel selection
helps the management in meeting these problems to an
appreciable extent,

]
It is a common occurrence th.at the petsons responsible
for employee selection land intc pitfalls of various kinds that
are associated with the psychology of forming impressions about
others, some of the more common sources of error in impreSsion
formation which the selectors have to learn to avoid are :

(a) ﬁhé halo effect i,e, the selector maybase his
Judgement about the suitability of a rerson for a job
on some superficial or irrelevant factors;
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()

(c)

(@)
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stereo type i.,e, selector may judge a person on the
basis of the traits generally attributed to the category
to which the candidate in question belongs, For
example, Germans are hardworking or the Jews are ‘money-
minded,

snap judgement i.e, the selector may arrive at a
judgement about the personality and the competence

of a candidate in haste without taking into account the
full facts akout him,

Projection : i.e, the selector may perceive in the
candidote those deficiencies or strength which he
himsel ¥ Dossesses,

Apart from these pitfalls, the selection of

employees may also be affected by the supply position in the

employment market., In a2 country where the manpower is in

plenty and the jobs are fewer, the educational .qualifications

for a job may be raiscd just in order to weed cut some

applicants, If the selection is for meeting the future

requirements of the organisation and is lihked up with the

promotiqn-policy and manpower planning, it may not be so
objectionable, But selection on the basis of hi¢her educational

qualifications unsupported by prospects of career development

and advancement can only lead to frustration, Because of these

and several other factors, the selection may be' either under-

selection or over-selection, Under-selection implies that the

person selected for the job is not equal to its requirements

while over-salection occurs when a person is over-qualified
for a job and has higher cxpectations in terms of salary and
challenge than can be met by the job,

Effective selection takes place when the

alificaticns and the experience of a2 man - physical, mental
e wk

and psychological-match with the job requircments, The basic

requirements for effective selecticn are :

(2)

AN

collection of facts about the job through job analysis
and the preparation of job ldescripticns,
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(b) cdllection of facts about each individual
applicant through application form, psychological
tests, selection interview, reference checking, and
medical check-up,

(¢) judicious matbhiﬁg of the two,

some guidelines are necéssary for the collection
of the facts about  the job and the individual, These may
include question like thc following :

(a) whethor psychological tests should be¢ used for
selection or not,

d) who should constitute the interview board,
(c) who should perform the job analysis,

(4) how, and when and where is the interview to be
conducted,

Guidelines are also necessary on £he followihg :

(a) should we give preference to local people?

(b) should we employ women?

(c) should we give preference to the relatives of the
employees?

(a) should we give preference to the candidate from
the management cadre maintained by a federal
organisation?

(e) '~ what weightage should be given to education and
experience? ‘

(£) who should have the final authority in making
the selection decision?

Décisions on the above questions and many others like
these become the selection policies of an orgenisation,
In formulating policies, the policy-maker has to analyse
the positive and the negative aspects of thesce questions
carefully, so that the organisaticn has objective and
consistent selection policiocs,
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Personnel selection policies in any organisation
will be .affected considerably by :

(a) organisational factors like thc following -

i) how much can an organisation afford to pay
in the form of wages, salaries, allowances.
and benefits,

ii) the promotion and training policies and
practices,
iii) organisational structurc and the practices

regarding delegation of authority,

iv) superior-subordinate relationship,ectc,

(b) the socio~economic, educational and political
environment in the country,

If due to historical reasons, the type of skills
required by the organisation is not available in the market,
the organisation will have to select from among the available
men emphasising antitude rather than the actual achievement
and intensify the training programme te bring the people
to the desired level, Undeniably there are pulls, and
pressures on those responsible for personnel selection, These
seem to influence the selection in varying degreces, The roots
of these extrancous influences on selection policy may lie
either in the policy and approach pursued in general by
the management or in the social, political and cconomic
condi tions in the country,

It is important to orient the leadership of
cooperative organisations about the repurcussions of wrong
selection on the wérking of the enterprisc and the benefits
that can accruc from effective personnel scelection based upon
an objective assessment of the suitability of a person for
a job, Unfortunately the employment interview which is the
most commonly cmployed tool for gathering facts about indivi-
dual applicants, is the least carefully “usedu
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Thus effective selection requires attention to
the following factors :

(a) right selection policy,

() effective job ancslysis,
(c) skilful usc of the selection tools, and
(a) skill in matching the job requirements and man

qualifications - physical, psychological and mental.

Judicious attention to all these factors can only
increase the probability of effective selection but cannot
ensure cent-percent right selection, This is because
selection is the process of predicting the job Derformance
of a person, and such prediction based on human judgement
has an element of uncertainty,

Recognising that most of the pests are advertised
and that the .selections are based on the interview, an
exércise in drafting a suitable advertisement was undertaken
by three groups of participants, This was followed by a role-
play session on selection interview, Some of the points
that emerged from these exercises could serve as useful
guidelines for ménagements in cooperative organisations,

(1) The advertisement for a job must lay down the job
: specifications (qualifications, experience etc,)
as rigourously as possible,
(2) The emoluments offered should be consistent with
the qualifications prescribed, and it may be checked
whether the emcluments and conditions of service
indicated in the advdrtisement will attract a
sufficient number of applications of the ievel of
education, training and experience indicated therein,

(3) In order to avoid pulls and pressurcs the Post BOxX
number may be given in the advertiscment in place of
.the name and -address of the organisation,

(4) At-the time of interview, proper arrangements for
seating the candidetes in the waiting hall should he
made,
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(5) The interview should start on a note that puts
the employee at ease and will help the interviewer
in getting the maximum information from the
applicant,

(6) The questions mut by the dnterviewers should be
designed to elicit information and should not embarrass
the candidatesy they should be worded properly so as
not to humiliate the candidate or put him on the
defensive,

(7) The candidate should be given a fair opportunity

to express himself and also to know about tHe organisation

so that he teo can make up his mind regarding joining
the organisation,
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(8) The closing of the interview should not be abrupt,
It must be remembered that the manner of closing the
interview can build up or mar the image of the
organisation in the mind of the candidate, This is an
important consideration from the point of view of
public relations,

As for psychological tests certain types like .
aptitude, intelligence and achievement tests, have, some
value as aids in selection process, It is important that
the tests are framed keeping in view- the level expected of a
person for performing the particular job and are reviewed
and revalidated from time to time in the light of the
performance of those selected on the basis of their results,
A view was expressed that tests.are more useful as a tool
to ecliminate candidates rather than to select a candidate
in the selection procedure,

Conditions for Emplovce Motivation

The question of providing conditions for effective

motivation of empldyecs was considered through case discussions

and business gamecs,

The study of causcs of motivation and the discussion
on the subject highlichted the fact that motivation among
employees is associated with the following @

(a) Lack of policies,
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() Lack of systems,

(c) The mattern of behaviour of employees at various levels,

An organisation consists of three levels of responsibility
namely, policy, system and action, In a hierarchicai
organisation unless the corganisation is very cautious and
sensitive, there is a risk of these three levels not being
in harmony. The effectiveness of the organisation depends

to the degree of integration of the three levels of responsi-
bilities namely; policy, system and action - which determines
the cnvironment (culture) of the organisation, This factor
plays a very important role with regard to the effectiveness

of employees in terms of their performance,

Discussions brought ocut certain factors which
have a bearing on performance, These could be classified
as under ¢ Factors producing satisfactory performance on the

part of employees are :

(1) Self-respect: Self-respect is probobly the most potent
motivator for satisfactory performance and dis ciplined
behaviour in general; it develops either at an early
age or not at all,

(ii) - Fear may bring about temporary conformity with the
wishes of management but it will also generate anger,
Control by means of credting fear is, therefore,
undesirable, ' '

(iii) Remuneration and work conditions: Respect for
one’s superior, interest in the job itself, and
satisfactory financial gain will motivate a person
positively toward good performance, Management
should do everything in its power to gain the respect
of the men on the floor, as it has more control over
the job interest, and quite limited control over ,
financial gain, since wage rates are influenccod heavily
by the trade union,

Anything that tends to damage self-respect will generally
cause poorer performance, Public sh~ming, threats of punishment,

or actual punishment opcrate in a ncegative direction,
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Inger results in negativism or other undesirable
attitudes, ’

Poor financial gain i,e, low compensation and
benefits, affects their nerformance alversely,

Role of thce Supervisor @

If the supervisor generates and establish as a
relationship of trust and confidcnce with his subordinate
on the basis of his behaviour,action, ani undcrstanding of
the needs of the subordinates, he will motivatce persons ’
working under his supervision for better performance, It may
also be pointed out that the supervisor has an effective
role in suggesting to management modificaticns of nolicies
and systems on the basis of the experiences he has gained
from his work,

ORGANISATION/L SET-UP OF FERSONNEL SECTION

It was agreed that the main tasks of a Pcrsonnel
Section in a modern orgonisation were @

1) scrvice to other sections ~ in recruiting and employing
staff, in education, training, wage questions,ctc,,

2) Planning personnel requirements, staff budgets, training
and promotion, staff transfers,etc, covered by the
firm’s short-term and long-term plans,

3) pevelomment work to meke usc of experienccs and findings
in the sphere of perscnnel administratiohn,

4) Setting norms for a uniform staff policy throughout
the fi ITe

5) Influencing managers and other staff in supervisory
positions’ to adopt o better and more fricndly staff
policy,

6) Checking that norms, reqgulations and accounting
routinces are followed, i

7) Representing the firm in contacts with social bodies
and other organisations in the srherc of staff
administration and collective agreement negotiations,
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Division into Developmment and Planning matters plus

keeping the above in view, the Pcrsonnel Secticn should

carry out the following activities

1)

2)

3)

4)

5)

6)
7)

6)

Drawing up, proposing and issuing information
on the firm’s staff policy,

Representing the firm in collecHve agreement
negotiations and interpreting such agrcements,

Staff planning, training and develoiment,

Recruiting, employing, orienting new staff and-
deciding on holidays, leave, promotion, reshuffles,
laying-off workers, disciplinary mexs urces and retirements,

wage administration including annual wage adjustments,
special staff benefits, pensions and insurance matters,

Compiling reports and statistics,

Joint Management Councils, industrial safety, hcalth

schames,

Staff social metters

a) staff promises,leisure-time facilities,
housing, and work environment,

b) staff loans, cclebrations, gifts,cte,

As for the organisaticnal structure, thore may be

three possibilities

a)

b)

(c)

Contralised staff administration with all staff
matters entrustced to the Personnel section,

Decentralised staff administration wherc some personnel
matters are dealt with by the Persomeel Section and
other functions like recruiting, education,etc, are
attended to by the sectional managers themselves,

The general manager himself porforming the
personnel function in small organisctions,
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The choice of a specific organisational set up
and the functions of the Personnel Department vary from
organisation to organisation depending upon the size of the
organisation and the policies and philosophy of the management,
It is felt that the large cooperative organisations must try
to devel op proper system for handling various matters
connected with personnel administration, Wherever the size
and resources warraht a personnel section healed by'a well
qualified manager should be set up, The managements of
cooperative organisations must take proper advantage of the
advice, assistance and services provided by the personnel
section, In smaller cooperative organisatiéhs the personnel
function;will”haye to be ﬁerformea by the geheral manager
himself, who should develop proper policies and practices
for the management of personnel, .

Areas of Authori ty of Board of Directors and.General Manager

The relationship between BOard of Directors
(Coamittee of Manégement) and the Chief Executive has an
important bearing on the effective functioning . of a cooperative
organisation, The objectives of a cooperative enterprise
would be best realised in a situation where the relations
between the Board and the Chief Executive are authentic and
there is perfect mutual understanding and confidence,
between the two, Mistrust and misundrrstanding may cloud
the relationship between Board and the Chief Executive
largely because the areas of authority of the two organisations

are not defined clearly cuougi,

In the context of the above, the Working Groups
discussed the areds of authority of Board of Directors and
General Manager specifically in respect of the following
functions, and in respect of large and secondary cooperatives,

(1) Personnel
(ii) Finance (investment)
(iii) <urchase



21

(iv) sale
(v) Member Relations,

It was felt thaé as the Board of Directors should
have the authority to plan the operations of the organisation
in furtherance of the objectives as laid down in the bye-laws
and lay down norms and policies on all major and vital
issues pertaining to the conduct of business and the management
of a cooperative organisation, The Board has the overall
responsibility for the profitability, effectiveness, survival,
growth of the cooperatiee organisation and its image in the
communi vy,

As for the General Manager, he is the chief
executive officer of an organisation and in this capacity
he has to function as a link between the Board and the
operating organisation consisting of the other executives
and their supporting staff, He has the responsibil’ ty of
helping the Board in policy formulation by placing before
them the data regarding the operations of the enterprise,
He has also to act as the mouthpPiece of the Board in
explaining the goals, the plans and the policies to the
operating personnelﬂ The executive function of the General
Manager consists in initiating, supervising and coordinating
operations to effectuate the plans and programmes approved
by the Board, The Seminar suggested the position of the
General Manager required to be strengthened through more
effective delegation of authority in respect ©f operations

and executive functions,

The Seminar recommended thHat the following
broad pattern of allocaticn cf authority should ke adopted

in large and secondary cooperative orgenisutlolLis,

Board Functons @

A, Personnel
a) to decide the staffing pattern and approve any
changes in the existing staffing pattern,

Y o lay dcvwn policies and procedares for the
selection of personncl,
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c) to lay down the terms and conditions of service
of the employees,

d) to hire and fire the General Manager,

e) to hire and fire the managerial personnel in
consultation with the General Manager,

f) +to dct as the highest organ of appeal for all
perscnnel disputes and problems, and

© g) to take dcecisions on the transfer, promotion and
merit increases of managerial persconnel (generally
assistant managers and above) on the advice of
the General Manager, '

General Manager’s Functions @

a) to recruit, on the advice of the departmental
head concerned and the Personnel Manager, Super-
visory and other staff in accordance with the
staffing pattern laid down by the Board,

b) to take disciplinary action against erring
- employees urto supervisory levels

c) to recommend transfers, promotions and merit
increases for managerial personnel to the Board,

d) .to decide upon transfers, promotion, dismissals
and merit increases for supervisory and -other
staff, and :

e) to exercise general supervision and control on
the working of the personnel department,

B. Finance

Borrd functions

a) to approve the budget for the organisation,

b): to lay down policies and procedures regarding
investment of funds,

c) to approve investments over a speci fied limit,

d) to decide upon the vauisitidh or disposal of
assets. and capital equirment, and

e) to arercls: over-all control over the financial
affairs of the society,
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General Manager®s Functions 3

a) supervise the use of funds by various departments
according to the budget approved by the Board,

b) make investments uptp a specified amount in
accordance with the policy laid down by the Board,

c) secure or give call loans (in the case of
cooperative banks),

d) exercise control over receipts and disbursements,

C., 2urchase

\ Board Functions :

a) lay-down policies and procedures regarding purchase
of materials, spares and  accessoriecs,

b) approve purchases over and above specified limits,

c) approve long-term purchase contracts before
these are finalised by the General Manager,

~d) The General Manager should have the authority to s

ie assist the Purchase Ccommittee of the Board
in making purchases over and above a specified
limit,

ii, arrange for the purchase of goods, materials,

spares and accessories,

iii, finalise long-tormn purchase contracts after
securing the approval of the DBoard,

D. sales gMafketinq)

Board Functions :

a) to lay down policies and procedures with regard to
pricing, merchendising, selliing anG custoner
service,

b) to exercise control over the functioning of the sales
department with reference tc the budget for the year,
and

c) to approve bulk and/or long-term supply contracts,
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General Manager’s Functions :

a) to organise and supervise customer. service
(in consumer cooperatives)

b) to decide the pricing of products according to
the trends in the market and to make adjustments
in pricing subject to the policies and procedures
laid down by the Board in this behel £,

c) to decide upon minor changes in the supply of
various types of products,

d) to control expense on publicity and advertising
in accordance with the budgetary allocation, and

e) to enter into contracts for sale or supply on
behalf of the organisction, ‘

E,. Member Relations

Board Functions :

a)

b)

c)

- to have the over-all responsibility of maintaining
proper relations with the members of the society,

to deal with major complaints and suggestions
of the members, and

to inform the members about the working of the
society at the gemeral meceting,

‘General Manacer’s Functions @

a)
b)
o)

a)

to keep the members informed about the current
and the prorosed activities of the enterprise,

to attend to and rcdress member complaints about
administration,

to receive and process member suggestions for
consideration by the Board, and

to establish contact with the memboers as directed
by the DBoard, :
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TRAINING AND DEVELODPMENT

The* success of thé cooperative entrrprises
depends, among other”things, on the effectivcness of the
managers, It is widely rebognised now that a manager’s
job is a professional onec and calls for the effective
exercises '0f certain identifiable skills, Since an
enterprise, whether coorerative or otherwise, has to operate
in a given environment, knowledge of business conditions
and awareness of the social and political milieu are equally
essential for a modern manager, Furthermore, a manager
has to direct and utilise the efforts of people working in
the organisation, Therefore, he must have the right
attitude towards the peonle in the organisation, & manager
requires hasgically the following categories of skills for
the effective performance of his work:

(a) Technical skills pertaining to the pdarticular
areas of activity handled by him in the enterprises

(b) Human relations skills, including leadership and
communication skills, and

(c) Conceptual skills including the abhility to apply
the concepts and theory of organisation and management
in the conduct of the affairs of an enterprise and
development of a total perspective that enables one
to view the organisation as an entity and perceive
clearly @nd purposefully the bonds that tie together
its various parts,
It is almost universally accepted that management
is a discipline that can be taught and learnt, This should
be particularly notga by the leadcrs of the cooperative
movement and the managements of cooperative enterprises,
It was also stressed at the Seminar that the organisation
was a system consisting of closcly inter-related and
inter~acting parts and that no part or sub-system can be
neglected without affecting the cfficiency and eifectiveness
of the whole crganisation, Management develomment in
organisatiens has become & necessity becausc of the high rate
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of managerial obsolescence and thc pressures building-up
from various cuarters such as the labour unions, government
and competition from other f£irms in the market, It was

felt that cooperatives should give increased attention

to management development to meet the challenges posed by
the fast-changing environment and competition. from the
private enterprise, ‘Since man learns by doing, it was
suggested that increascd declegation of authority must be
used as an instrument for developing men, It was also
recognised that managers would develop and become more
effective in a congenial organisational clamate, In view of
this, the cooperatives need to create the climate in which
management development can take place, Various research
studies have shown that managerial cffectiveness is greater
where managers share the.values of the top management and
entrepreneurs, It is, therefore, imperative that management
development in the cooperative enterprises must cover all
levels, including top management, and shoiuld be directed
towards the development of a strong sense Of commitment

to the cooperative ideology, ‘

Development of men takes place through their
exposure to experiences of the desired kind, Since indivi-
duals differ in degree in respect of their needs, and
aspirations, perceptions and personalitics, the results of
such exposure would vary from one individual to another,
Likewise, every organisation has its own culture which gets
superimposed on the personal value systems of the people
working in the organisation, In viow of these considerations,
it is imperative that programmes of training and develorment
of managers are tallored to suit individual and organisation

requirements,

It was agreed that management development should
be work-centred and should equip the managers to perform
their present jobs better and also prepare them for shouldering
new and perhaps more serious and challen¢’ngrescnsibilities

in future,
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Cooperative institutions should make use of a variety

of techniques such as job rotations, pﬁoject assignments,
understudy and committee work, and formal training
programmes,

The MAalaysian experience in regard to the
management development and employce orientation and training
aroused considerable interest among the participants, The
practice of organising a programme of induction for new
employees was considered useful, Such a programme should
include the following elements :

{(2) the basicvinformation about the.institution,
such as its history, objectives, policies,
operations, and prospects,

(b) the principles, philosophy and history cf the
cooperative movements

(c¢) information about the specific job assigned
to the new employec,

The induction system of the Malays{an Cooperative
Insurance Society was noted with appreciation by the Seminar,
Equally interesting and useful was the training mesting run
by this society for the employees .during the lunch break,

Rcle of training institutes in employee
training and development

The Sgminar suggested that the training institutes
should frequently review their training programmes to make
them as practical and sgkill-oriented as possible, At the
level of the individual cooperative institutions, there is
need to link training with carcer planning and carcer
development, The “ladder® system of training in the
Scandinavian countries may be usefully odopted by the
cooperative institutions in the Region, with the object of
securing the development of their men and providing them
opportunities to reach the very top of the organisation,
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As for the approach to training, it was felt
that the training institutes should adopt an integrated
approach comprising resezrch, training and consultation
activities to be carried out by the faculties, Conduct of
research work will ensure that teaching beccomes rclated to
the field situations and the problems facing cooperative
institutions, Systematic follow-up of the trainees is also
essential, This aspect is not receiving the nceded attention
with the result that there are no meaningful guidelines
available for reviewing the existing training programmes,

s

The strategy for training should include
planning and conduct of training programmes for all levels
of employees &nd board members in the cooperative institutions,
This’multi-level training strategy’ will facilitate the
introduction of an organisation of new ideas and practices
taught to the employecs,

Some important problems in the area of
institutional training for cccoperative employces are :

(2) 1identification of trainihg nceeds at different
levels in ccoperative institutions,

(b) providing incentives for training to employees
at di fferent levels through grant of special
increments, promotions,etc,

(c) developing such a teaching system whereby“smooth
and effective transfer of learning from the

class-room to real-life job situation is
focili tated,

(d) measurement of the effectiveness of training,

Trade Unions and .Cooperatives @

The Working Groups discussed the following questions :

(1) (a) In the context of the idecology of the cooperative
movefnent is there any place for trade unions
in cooperative organisations?
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(b) Do you think that the employecs expect a
better deal from the cooperative management
in terms of monetary and non-monetary rewards?
If so, how the management of cooperative
organisation should meet these neceds?

(2) (c) 1In cooperative organisations where there are no
trade unions, how would you like to establish
communication with emnloyees? Please consider
in this connection the idea of joint staff council
and its scope and functions,

(3) Please suggest methods by which an effective
‘human relations approach' can be developed
in cooperative organisations: for improving
employer-employee relations?

It was agreed thét the objectives of the cooperative
movement and. the trade unions are identical in that both
were engaged in collective actions for the furtherance of
the interests of their members, The birth of the /
cooperative movement took place during the industrial
revolution among the industrial workers, Even today,' trade
union workers in various countries of the Region have
promoted cooperatives for furthering their economic interests,
However, the need for trade unions would vary according to
the composition of the membership and the work force in
a codperative institution, & separate trade union
representing the employees would be unnecessary in those
cooperatives where the members thamsclves constitute the
work force, e.,g. in a socicty of artisans, a labour contract
society,etc, However, in cases where the employee members
constitute 2 small proportion of the total work force, a
trade union would be necded to protect and promote the
interests of the majority of the employees, In cases where
the entire work force consists of non-members, there is a
distinct need for the trade union, which would act as a
watch dog and secure a proper deal for tho employées.

While recognising the need for trade unions, the Seminar

was of the opinion that since cooperative philosoﬁhy is based
on'equity, there should be a constructive and cordial
relationship with the managements of cooperative institutions
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and trade unions,

It was suggested that the employees in the
cooperative gsector should try to form their own federation
of unions, rather than scek affiliation with the trade
unions representing employees in the public and the private
gsectors, This was cqnsidered necessary in view of the
fact that the working conditions in the cooperative insti-
tutions might differ considerably from private and public
sector business institutions, Another view in this regard
was that the trade unions in cooperatives were still in '
their infancy and did not gencrally possess the same
amount of strength as the oider, mature and better-established
unions in the public and private sectors, Therefore, the
trade unions in the cooperatives should affiliéte themselves
with other unions in similar trades in order to acquire

greater strength,

Like their counterparts in other kinds of
institutions, the employees of Cooperatives cxpect fair
monetary and non-monetary rewards, The expectation
is perhaps greater in the case of employces of cooperatives
because of the ideological basis of the cooperative movement,
The employees rightly feel that the cooperatives working
as they do for service rather than profit, should show
greater regard for their wel fare than the private sector
organisations, Management of a cooperative institution
may mcet the needs of employees by taking 'care of the
following s

i, Proper Personnel PoOlicies,
ii, Fair Pay Rates,
iii, Clean Work Place,

iv, Safety Provisions,

Ve Insurance and other benefits,
vi, Yvacations and Leave,
vii, status and Social Relations,
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(i) Personnel Policies -~ Every employee looks forward to
definite personnel policies from the organisation he works in.
Without this guide post, the employees cannot enjoy psychologi-
cal security as to their future and their long-term interests.
These policies involve everything from disciplinary procedure
to recruitment, advancement and promotions. Vague and
ambiguous statements of personnel policies can undermine
employees' confidence in the management and cause frustration.

(ii) Fair Pay - 1In performing a job, a man wants to ensure
that his basic human wants are met and that the payment is
commensurate with the requirements of the job he does. 1If
these two elements are not provided for, a good work force
committed to the objectives of the organisation cannot bhe
developed.

This is an important factor in employee motivation.
Usually, disparities in basic rates of pay for the same
kind of work create dissatisfaction and act as a disincentive
for the employees. The management, should, therefore, pay
adequate attention to: the development of a fair salary and
wage structure, which is rational and consistent. The job
evaluation techniques can serve a useful purpose in this
endeavour. The basic guiding principles with regard to basic
pay is “equal pay" for equal work". Fairness in remuneration
should be ensured also in relation to the rates of pay for
the same kind of work in other enterprises of similar size

working in the same area.

In addition, welfare activities may be taken up by the
cooperative employer by promoting thrift and credit coopera-
tives and consumers stores for employeesi cooperative canteens
and recreation clubs.

It is important to note that non-financial incentives
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play an important part in developing the gmployees‘ commitment
to their work and the organisation. The more jmportant among

such factorsg are :

(a) job security;

(b) opportunity for advancement;

(c) status in the organisation;

(d) recognition of good performance;

(e) opportunity for personal growth and development;
() participation in the process of decision-making;
(g) feeling of worthwhile accomplishment.

-Generally the Union functions as a channel of upward
communication carrying the feelings, reactions, ‘and problems
of the employees to the management. The management has to-
be constantly in tcuch with this channel to avoid a
ncommunication gap". Where, however, empléyees do not have
a Trade Union, the management has to provide suitable ! |
channels whereby employees can communicate with the“manages
ment, and the managément can convey to the employees the
policies, programmes and other information that is necessary
to maintain proper relationships with the employees.

(iii) A clean work place is necessary for the health of
employees without which the employer would be faced with too
many sick leave applicants and pocr productivity. In most
countries, the law requires\that such basic facilities be
provided in organisations of a certain type and size.

(iv) Safety Provisions - These are essemtial to‘give
economic and psychological security to employees. Among other
things, proper fire fichting facilities should be

instituted in cocoperatives of medium arnd large sizes.
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(v) Insurance' and: Benefits ~ These relate to

Protaction of the future of the employee and his
dependents, Every employce is concerned about the security
of his family, particularly after retirement f£rom service,
Benefits needed in this connectonn are Provident Fund,
Accident benefits and Retifement benefits,

(vi) Vacations and leave ~ Everyone looks, forward

to cnough leisure and holiday for recuperating the energy

lost in work, for recreation and for attenging to his

personal and social obligations, The organisation can meet
this common need of the employees by making adequate provision
for leave and vacationsj;

(vid) Social Relations and Status - Every man wisghes

to be respected and treated with respect, This must
manifest itself in the job he does, &n cmployer fmust
therefore ensure that the dignity of every man is maintained
regardless cf the job he does,

A job must enhance the social image of the
empfpyees, Every man looks for this in his cmployment
and. any degrading or belittling of his status or dignity
in €mployment will reduce his productivity,

Comiunication

The media of communication that can be employed
!
by the management in its dealings with the employces may be

categorised as :

(a) formal and (k) informal,

‘The formal media include new-letters, notice
board, staff meetings, confercnces and semindrs, cmployee .
training programmes, functional committces, circulars and
memoranda, Some of the informal methods commonly used in
organisations include : informal conversation between
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superior and subordinate, social gatherings, sports
activities and talks in the canteens, libraries,etc,

It was felt that a monthly or quarterly news
letter issucd by the management could serve as an effective
medium of comunication with the employees particularly
on the changes that have taken place in the organisation,
movements of staff from one unit in the organisation to
another, important decisions taken by the management and
even important changes in the environment which may have
a beariqg on the working of the orgeanisation, Generally,
itasWSI1d also include news about the families of the
employees and social functions which would create interest

4

in this medium on the part of the employees,

The notice board put up at a prominenit and con-
spicuous nlace, on the -remises of the institution can
servé a uséeful purposé in regard to communication with the
employees, Information regarding managcment decisions
affecting employees, the' management policies, measures for
the recruitment, training and development of personnel,
decisions rclating to transfers; dismissals, suspensions,
etc,, time and place of mcetings, conferences or semina;s
to be conducted within or outside the organisation can be
communicated tc the auployees effectively and expeditiously
through the notice board,

staff meeting convened periodically provides
a very useful opportunity for cstablishing contact with
the emplovees, The advantage with such contact is, that
it provides an opportunity for a two-way commuriication,
wWhile the management can utilise the nceting for taking the
employecs into confidencc about its programmes and policies
or the prorosad changes in the orgaonisation’s structure, the
employees have an opportunity of conveying their feelings
and reactions to the management, Properly conducted, the
periodical staff meetings c¢on become extréuuiy effective
media of communication betwecn the management and the employees,
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The conferences and seminars conducted by the
organisation can be utilised by the employees to highlight
their problems and focus attention on certain issues which
may have beep agitating their minds, These provide a good
ground for the exchange of vi ews between employees and the
management on matters of common interest,

Training and orientation programmes may also
be utilised by the management 'to impart information about
the organisation, its policies and programmes, and opportuni-
ties for development and growth to the employees.‘ It was
felt that if an orientation programme could be conducted
in large organisations daily or on alternate days, it would
keep the channels of communication between the manageménh and
the employees clear and open and would, of course, provide
opportunity to the employees to enhance their proficiency
in certain skills besides adding to their knowledge about
_areas that intcrest them, The example of ‘the Malaysian
Cooperative Insurance Soclety 5f Malaysia is worth studying
and emulating in this regard, )

Various\committees on which employees may be
represented provide useful opportunities for’discussions
on the problems of various functions or units of the
organisation, The deliberations of these cdmmittees need
to be disseminated widely among the cmployees of the
organisation,

Changes made in the organisation, structure,,
policies and programmes can be communicated to Ehe.employees
by means of circulars and memoranda; However, the panaéeﬁent
needs to be careful in its choice of words for quite often
the message is lost just because the words and the format of
the circular dre routinised.
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Another useful measure for encouraging
participation in the working of the 1nst1tutlons with the
object of employee development is the institution of
suggestions scheme' with suitable rewards for those who
come up with creative solutlons to tackle problems or make
suggestions result%ng in cost reduction or increased
revenue for the insfitution.

Zmong the informal methods of communication,
the most important seecms to be the daily or frequent
contact between the individual employees and the supervisory
staff, The comunication gap between the management and
the employees arises and develops mainly when there is very
little contact between the executives or supervisor and
their subordinates, To every employee, his superior
represents the management and therefore the management’s
attitudes and policies are usually inferred from the
subordinate’s perception of the attitude and behaviour
of their immediate superiors, A continuous dialogue between
the supervisors and their men can staive off a great deal
of trouble that generally arises because of misunderstandings,
misapprehensions and misgivings, taking roots in the minds
of the employces,

The social gatherings iﬁcluding dinners,
parties, excursions and picnics organised by the management
or the employees can also be utilised for informal chit
chat about the problems of the organisation and the employees
and the decisons taken by the management on-different
matters,

Sports activities provide opporturities to
the employgés to engage in team-work and develop goodwill
and undersﬁanding among themselves and with the members of
the management team, These pave the way$for more effective
cormmunication and rapport uetween the monagenent and the
employees,
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Canteens usually serve as the venue for
a great deal of informal exchange of ideas and information
among the employees,

One of the mechanisms for effective communicat on
between the management and employees, is the creation of
Joint staff Councils, Normally the management exercises
its prerogative to take decisiohis and merely informs the
employees about their implementation, It is realised that
this type of communication leaves @’ lot to be desired in
that it presents a fait accompli to the employees and that

it does not take into account their reactions or feelings,

To bring about a relationship of mutual understarding
between the management and its staff and to emotionally
involve the employees in the decision-making process , a
Joint staff Council_qonsisting of the representatives of the
management and the emplcyees may be set up particularly

where the employees are not unionised, In fact such a council
will have almost equal utility even where the trade union

is in existence,

The Joint Staff Council will serve in giving
views, ideas, and suggestions on varicus staff problems
like the terms and .conditions of service, the social
security benefits to be introduced, the wage structure,
transfers and promotions, employee grievances, changes in
leave rules and the introduction of incentiée schemes of
remuneration, It can also serve as a forum for free and
frank discussions on problems of mutual interest to the
employees and the management,

where the emplovees have a trade dnicn, the
communication system should inter-alia provide for the

following @

(2) union asesociation in handling employees grievancess
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(b) Jjoint consultation through joint consultation
commi ttees, work committees or joint management
councils. with management and union representation; and

(c) periodic collective bargaining on wages and
conditions of services leading to an agreement
between the management and the union,

Buman Relations Approach in
Bmplover-Enployvee Relationship

The estzblishment of a sound employer-employee
relationships or staff relations is considerced to be
a sine gua non for the growth of any enterprise,

It assumes added importance in cooperative institutions

where the objective is broader than profit making, mere
survival or growth of the institution, The cooperative
enterprise stands for democratic and human values in an
econom%c organi§?tion and, therefore, if the people
particigating il cooperative activities even as paid employees
do not get a fair deal and feel aggrieved at the trcatment
meted out to them, it would defeat the basic purpose of

a cooperative and would militate against the spirit of the
cooperative movement,

The objectives of sound employer employee
relations in an organisation as conmonly recognised by
managements are

(@) maximum utilisation of human resources for the
accomnlishment of organisational and ideological
objectivsss

(b) maximisation of collective contribution of the .

employces; and
(c) ensuring the smooth, effective, cfficient
harmonious working of the cnterprise,

The human relations approach to staff management
relations consists in integrating the goals of individual
‘employees with the organisational objectives so as to achieve



39

maximum productivity with the maximum of satisfaction

to the employeces, It seeks to utilise the interactions
among the members of the staff for generating job
satisfactions and creating conditions for maximum individual
and collective contributions towards the uttainment of the
objectives of the institution, Scme of the important
aspects of this approach are :

(a) employec motiviations

(b) employee participations

(c) effective communicationsg and
(a) development of team-spiritg

The adopticon of human relation approach for
better employer-employee relations would call for the
following principal measures to be taken by the managements

Management by Objectives

The concept and philosophy of management
by objectives can also be used to create conditions for
high mitivation and effective team-spirit, DManagement by
objectives calls for the clear determination of the broad
objectives of the organisation and the fixation of targets
and objectives for the groups and individuals in consultation
with them, The targets and objectives should be reviewed
from time to time in the -light of performance by the
management and employees concerned, thus giving the employees
a sense of continucus participaticn in the allocation of
work and its performonce, The example of Malaysian Coopera-
tive Insurance Society was cited wherein this approach had
let to a considerable increass in business compared to the
years when management had fixed targets and asked the
employces to fulfil them,
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Requisites of a Purrosive Personnel Policy

Recognising that the formulation of personnel
policy has not réceived the amount of attention that it
deserves, the Seminar divided itself into three groups with
the object of examining the conditions necessary for
evolving purposive and progressive personnel policies in
cooperative institutions at different levels, The problems
of the small soclieties in rural and urban areas with regard
to opportunities for training, development, and career
advancement of the employees were taken up for discussion
first,

It was felt that the higher-level and apex
organisations have a special responsibility towards their
affiliates not only with regard to thc promotion of business
but also in respect of personnel management, Since the
smaller cooperative societies in rural and urban areas cannot
" afford to organise independent training programmes for their
employees and cannot also send thelr employces away to
training institutions for longer periods, it was suggested
that short-term functional courses with specific job-orientation
should be organised by the secondary cooperative institutions,
Further, for those showing potential for advancement,
appropriate training in principles of cooperation, Lusiness
policies, and sales purchase, and accounting proce@ures may
be organised at the cooperative training institutes, The
secondary societies should pursue the policy cf providing
opportunities for career advancement to the promising
employees by absorbing them in suitable positions in their
own organisations, "It was also considered necessary to draw
up long=-range individual career develorment jp:lans for the
senior personnel of the small cooperatives and use these
as the basis for sponsoring suitable employees for training
programmes, This will help in devecloning these personnel to
shoulder higher responsibilities in future,
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The secondary institutions should prepare

manual of instructions on personnel administration for the
use- of the primary societjcs, A manual of this kind will

have to be prepared separately for societies in each sector

of activity in the cooperative movement, As broad guidelines,

the saminar suggested that the following important aspects

should be covered in such a manual,

(a)

(b)

(c)

Recruitment

The manual of instruction may provide sufficiently
detailed guidance on the authority for recruitment

of personnel, source of recruitment (both present and
future), and eligibility requirements, and conditiocns
of employment for various grades of mersonnel,

Salary and Wages

The manual may lay down the procedure for the

fixation of basic salary and wage rates and suggest
basis on which rates of ramuneraticn should be fixed
for different levels of personnel in the organisation,
It may also provide the necessary guidance on the
proper administration of salaries and wages,

Retircment benefits

The manual can provide some detailed guidance

on variocus retirement benefits such as the general
providend fund, rate of employees” contribution,
quantum of employers’ contribution, the amount of
gratutity to be paid, the basis of calculating the
gratuity and other related matters, It may also
contain guidance oﬂ the various social security
measuros'ﬁhich need to be adopted for the employees
under the relevant labour laws,
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Training

The smaller cooperative institutions and the primary
level societies will benefit immenscly if the manual
prepared by the federal body also provides information
as to how to identify training needs, the objectives
of pre-service, in-service, institutional training,

as well as the facilities available for such training,
Information may also be given about the availability
of literature for training, methods, for on-the-job
training and the availability of correspondence
courses, if any,

Performance appraisal '’

To ensure that the lower level cooperative

institutions devote enough attention to the question
of déveloping their personnel through systematic
performance appraisal, the manual shouldl give

relevant guidance on the objectives and uses of
performance appraisal, the methods of performance
appraisal, the review of performance appraisal

system, anC maintenance of personnel records for
purposes of ¢tontrol of perscnnel and their development,

The important pre-requisite for the formulation

and implementation of a rurposive personnel policy include

the following

(i)

(ii)

’

Proper regulations for recruitment, wages, working
hours; security of service, line of advaneement,
transfers, training, social security, benefits,
leave, suspensiéhs and dismissals,

Establi shing proper channels of communication
admitting of two-way flow of instructions, quidance,
ideas, suggestions, grievances,etc, between the

management and the employecs,
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(iidi) Establishing some form of joint consultation
which would ensure a sense of participation in the
working of the entermrlise to the employees,

iv) Respect for the individual and his view point,
{(v) _ safequarding the personnel against political

. interference,
(vi) Absence of discrimination on grounds of race,

8ex., religioﬁ, rolitical 0pinions;etc.
(vii) A positive approach towards trade unions,

(viii) Oprortuni ties for informal get-togethers and the
development of social cochesion among the personnel,

Common Cadre of Personnel

One of the problems relating to personnel
management in cooperative organisation is the wide divergence
and disparities in pay-scales and other conditions of service,
Adding to it is the problem of acquiring and retaining managerial
personnel particularly in smaller cooperatives whose capzcity
to pay is limited, In India, suggestions have been made
from time regarding the formation of common cadres for
managerial personnel at the secondary level organisations
for the benefit of the affiliated organisations, Keeping in
view the statements made by the resource persons and subsequent
discussions the participants were of the viaw that the cadre
system should be a flexible one, It was necessary to have,
cadres of amplovees for cach individual organisation of a viable
size, PRosters of competent people may be maintained by the
central organisations ct the district, state and the national
level s, Whencver there is a vacancy in a cooperative
organisation, the central orgenisation may be asked to give
a list of suitable candidates for that vacancy and a cooperative
organisation concerned could select the most suitable candidate
out of this list, There should be a two-way communication
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between the _co,operati;re society and the central
organisation for sclection of necessary staff, 1In this

way, the central prgani sation will be able to provide a

gort of voluﬁtar§ consultancy service to its members societies
without compelling them to employ particular persons, The
Seminar felt that this decentralised system w111
have advantages over the system of a rigid cadre operdted
by the secondary organisation, as under this system, the
affiliate societies would mzintain autonomy 2and have the
needed authority over the personnel employed by them in

—~order to secure efficient service for them,



