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F OREWORD

Efficiency is a wide subject that has given rise to much
discussion in the business world, Its implication in the Co-operative
field has often been the centre of much concern among co-~operative
leaders at national and international forums where the performance
and effectiveness of co-operatives in social and economic development
has been reviewed,

An instance of such forums was a Seminar on "Co~oOperatives
and Rural Development in East Africa" held in Uppsala, Sweden in
April, 1970, with a follow-up one held in Nairobi in December 1971
under the topic "Efficiency in the Performance of Co~operatives',
In the latter Seminar, one of the major points at issue was the
question of determining a yardstick for measuring efficiency in
Co-operatives,

Discussions in these forums have also confirmed
that in the Co-operative field efficiency is influenced by, and
associated with such factors as democracy, education and training,
management and the organisational structure of the Co~operative
Movement.,

In East and Central Africa, as indeed in most of the developing
countries where Co~operatives have been sponsored by the State with
Government Departments set up to promote, supervise and control
these institutions within the framework of the existing co-operative
legislation, it has meant that co~operative efficienéy is also
influenced by and related to supervision and control, It follows
therefore that the effectiveness with which the supervisory personnel
of these Departments operate, has direct and considerable bearing
on efficiency in the performance of Co-~operatives.

It was in this background that a need was felt for the ICA
Regional Office to sponsor a seminar, drawing in high level personnel
from the Co~operative Departments in the Region to discuss the various
powers Of promotion, supervision and control vested on them under
ourrent legislation in their various countries, and examine the
effectiveness or otherwise in the execution of these duties and
suggest possible improvements,

The Seminar was held in Lusaka from 30th October to 4th
November 1972 and was attended by high ranking Departmental Officers
from six Bast and Central African countries and the Island of
Mauritius, The discussions from this Seminar are summarised in the
ensuing pages. Some practical conclusions and recommendations
emerging from the Seminar are also included,

The implementation of these recommendations calls for teamm -
work both from the Co—operative‘Movements as well as the Departments,

It is our hope that from the information contained in this
report and the areas of improvements that have been identified in
the discussions, Co-operative leaders in the Region will be better
equipped in their approach to solving problems that restrain
efficiency in the performance of Co--operatives,
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ADDRESS BY THE HONOURABLE MNATHE. NKOLOMA, MP,, MINISTTR OF STATE
IN THE MINISTRY OF RURAL DEVELOPMENT AT THE OPENING OF' THE
ICA, SEMINAR FOR SENIOR DEPARTMENTAL OFFICERS - LUSAKA,
30TH NOVEMBER 1972

Mr, Chairman, the Regional Director of the ICA Office for Dast
and Central Africa, Senior Co--opcrative Officers and distinguished guests.

It is a great pleasure to uelcome you to Zambia, which country
some of you may be visiting for the first time. I wish also to extend
this welcome to the Regional Director of the ICA Office for Bast and.
Central Africa, Mr. Dan J. Nyanjom, who is paying his third visit to
this part of the continent, '

1r, Chairman, the fact that Zambia has once again been chosen as
a venue for a seminar of people whose duties lie in the development of
Co~operatives in our various countries is a clear indication of the
special place which Zambia has got in the hearts of other dountries.

This confidence that sister countries have in our endeavour to make our
co~operatives viable and sclfreliant contributes very nuch towards making
our task less of a burden, Seminars such as this one, Mr. Chairman, go
quite a long way, not only in supplementing expecriences among participants
with new skills in tackling diverse problems in co-operative organisaticas
in our various countries, but also cnhance and strengthen mutual under-
standing between countries involwved,

I note, Mr. Chairman, that thc theme of this scminar will be
"Effective Supervision as a leans of Achieving Increascd Efficiency in
Co-operatives'™, The topic, as it stands, looks quite straight forward
and self-explanatory, but I have no doubt tﬁat participants in fhis
seminar arce well aware that c%roperative organisations are diffcrent
from many other business centerpriscs snd this entitles them to a
differcnt type of supcorvision., I feel that incrcascd officicncy in
co—opcratives cannot only come about, as some people believe, by enforcing
the different sections of the law, this only goes to complicate the
whole situation, espccially among our illitcrate membors.

I think that increascd cfficicncy in our co-oporztives can be
achicved by supcrvisors crcating confidence among members in different
co-operetives, This is where member cducation gomes in, It has been
observed; Mr. Chairman, that onc of the contrituting factors to

failure of many co-opcratives has been lack of member cducation and
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infoymétion on the current situation related to their organisations,
The result of this unfortunate situation has boen that many members,
not knowing what their rights ond responsibilitics arc, heve lost
confidence in their differcnt co-opcratives and have, conscquently,
dropped off, To ersdicote this cvil, it is importent thet co-opero-
tive members ore given iaformetion on the current situation cnd
problems relating to'their orgunisations, "They should be educzted
abont the ideca and principles of co-operative work in relation to their
different by~laws and those of their Unions. They should also be
educnted in proper mancgement of their socictics in order to stabilise
their economy.

The dovelopmeint of .the co—opcrative movement in our regpective
scountrics is one of the most challenging roles that you, as co-operative
suporvisors, have on your shoulders beccause you have to gear this '
supervision in the direction where pecople, as owners of their differcnt
organisations,will gradually toke over on the basis of self-help and
s¢lf-reliance.

, - Ve in Zambia do recalisc thot, in itg offorts to sbabilisc and
consolidate the co—operative movement in the country, Government will for
quite some time contimue to help both financially anc in the ficld of
controlk .and supcrvision, without which meany co-operctives, egpecially
those formed by emergeat farmers, would not be expected to stand firm,
Realiging the necd and, importance of member ecducetion, therce have been
organiscd, through the Department of Co-operatives, a mumber of coursecs
in the country to cducatc co~operctive mombers from verious socicties,

It is inbteresting to note thnt just now there arc two Mobile Education
Tcoms operating in the Southern and Bastern Provinces, This cducation
prosramme has beeca sponsorced by the Swedish Govermment, which has also
gsent two Dwedish Study Organiscers to act as team lecaders, The Teams,
which have been moving from onc co~operctive to another, hove been able
to get on-tho-spot information from members, they have algo been able

to sce for themselves vwhet probléms and achicvoments members in different
co—operatives have hady thoreby helping in finding solutions to somc of
them. It i encoursging to note thot those Teans have becn welcomed
everyuicre they have gone; aid I aw confident that their work will go quite
& long way in inspiring confidenceé among members 'in their diffcerent

socictios,
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Onc other problem thnt we in Zambic hove cxpericnced has been
the lock of proper accounting system in the co-operatives, As you are
all awarc, lack of & good cccoumting system in any business organisation,

deprives menageonent of factual information on which 4o buse decisions,
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It is with this rcalisation thet we, of late, have been worling on

this and I am glad to say we arc now on thc verpe of implementing this

2

1.

yetem, together with the owdit procedures that have been worked out

[}

o

o go with it,

Mr, Chairman, I have taken somc time telking to the delogoatcs
about the need for member education in our coopcrative orgonisciions,
knouing how importent this is ot our vorious stooes of cconomic dovelop-
menty I hnve no doubt that this sceminer will spend gome time in
considering this problem. Whilc onc speoks of problems cnd shoxrt—
comings cencountered in our cooperatives; I think onc should also speok
of the achicvements; as only then con onc be in o position to cvaluctc
the performnhces in these orgrnnisctions.

There are, in Zambia ot prescnt, 1,077 cooperative socictics
through which some 50,000 paople mrke their living through verious
occuprtions,; ronging from foyuing to fighing, building construction,
operating butcheries, mining ond sundry other occun tions, The farm-—
ing

coopcrutives, being among the most important, have cleared more

)
than 20,000 hectoares of virgin bush, thus bringing some of it under
production, Togother with three merketing Unions; these have been
able to handle between them some XK4,5 million anmually, The building
cooper~tives, which cre the second largest group, have put up .cany
building censtructions in the form of schools, houses, rural health
and welfare centres, valued of around K2 million o yoowg

I am glad agoin to notc, lr, Chairman, that during the Second
National Development Plan it will be the intention of the Cooperative
Department to laoy cmphasis on the promotion of femily frrms, There

comsunal farming cooperciives arc doing well, they shall be encouraged

to carry on as they have a higher coopcreotive content, To be
successful, these required a higher standord of sophisiicotion cnd
mitucl trust. For the sake of gimplicity, however; many cooperatives
are chonging dver to the family ferm srstem. During the plan poriod,

atteation will also be fotusscd cn the develophent of moriketing co-

[}

perative socloties. Theac mericting cooperatives, If »roperly mancged,

,

-



will extend their scrvices to supplying agricultural requisitcs,
distribution of agricultural crecdit; bosic consumers goods, as well as
processing of agricultural produce.

There is another ficld of coopcrative development which is of
intorest to Government in Zambia, this is the Savings and Crodit
Unions, There are alrcady 30 such Unions and 21 study groups in the
country, Total membership of the registercd and study groups is
11,057, with shares totalling K719,255 and & reserve fund of X4,735.
The registered sayings socictics have given out lozns to their
members totalling X215,868, lir, Chairman, this I consider as an encour-
aging step towards self-reliance which my Government haos always been
anxious to see cstablished among rural credit cooperctives, where, .
memberst savings should be used to lend to other members in nced of
development credit, thereby reducing the over-dependcnce of our small
farmers on extornal assistance,

Besides the task of mobilising idle oash resources which arc
eventually invested in productive and provident projeccts; the estab-
lishment of Credit Unions and Sovings Associntions will go a long
way to inculcatiﬂg the spirit of thrift into the minds of our rural
population who have not been able to cenjoy the bencfits of banking
facilitics mostly confined to big touwns,

In order to step up the pace of cconomic development in rural
arecas, the Ministry of Rural Devclopment, through the Department of
Coopcratives, will oontinuc to assist and develop thosc artisan co=
operative socipties and the building cooperatives,; in particular
through their apex orgenisation known ez the Federction of Building
Societics (Coopy Ltd,, which hns its heodquarters in Kabue, These
building ooopor;tivos have made their humble but significant contri-
bution to the d¢vclopment of rural arcas, where constructions of
schools, clinic, etc., may have becn hampered due to lack of big
construction companiq?.

Mr. Chaifman, knowing how anxious you arc 2ll %o stort your dele
iberations in this very importont scemincr; it-is not my intention to
keep you waiting;any longer than this., Therefore, it is nou my

pleasurable task to declare the seminar open,

X
+

«000~
IcA/1972 11 21/BHA
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PROBLEMS ENCOUNTERED IN SUPERVISING CO-OPERATIVES IN BOTSWANA

By J. Gaetsaloe.

l. Introduction:

Areas 569 800 square Xm. (220,000 square miles) Bounded
on. the East and South by the Republic of South Africa; on tHe West-and
North by South West Africa; on the North East by Rhode51a' and in the
far North Botswana has a.narrow common boundary with the Republic of
Zambia, The country is landlocked ~ there are no ports,

The main supply route is 'a railway line from Bulawayo in
Rhodesia to Mafeking in the Republic of South Africa. This line runs
from North to South of Botswana along the Eastern part where about 80%
of the population lives, Along the lihe runs the main road from North
10 South of the country,

Kalsdhari Desert occupies greater expanse in the centre
and South of the country, Where permanent watér from boreholes can
be obtained cattle ranching is possible., (Central Kalahari is.inhabited
by a small band of ghy Bushmen), .

2, . -Population:

The 1971 census report showed 630,000 peoplc, a growth
rate of 3% per year., Over-all population density is' one person per
square km, (2.5 per sq. mile) compared with

40 per square mile in Swaziland

50 Ll L " Lesotho
34 " " " South Africa
l 2 " L n Zaln'bi a

100 " n . Malawi
":3« . Big Towns: The main business centres are:

(a) Gaberones (the capital which moved from Mafeking in the
Republic of South Africa in Februdry 1965)

(b) * Francistown }
(c) Lobvatse
(d) Orapa (Diamond Mines)
' (e) Selibe/Pikwe (Nickle & Copper)

Besides those there are eight biggest towns, The principal
1anguages are Setswana and BEnglish,
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The Climate; Subtropical olimate, The tropic of Cancer passes

Ahrough Boiswana.the .northern part therefor¢ lies within.the

tropics, Thé average rainfall is 18 inches, but less than 9
inches, in tha Kalahari Desert.,

Type of Agriculture:

PR

Land in each tribal Territory is vested iﬁltﬁewtfibe, and
is allocated. to individuals by the Land Board, Cultivated lands

" usually start about a few miles from the ¥illages/towns and in'the
. case of large v111ages/towns may gtretch in any direction up ‘to

thlrty mlles. ‘The: lands are usually conpentrated in ore-‘or mgre

' places, but pften widely scattered in arid areas. Around-and -

beyond are cattle posts, Tradionally, grazing areas are unfenced

_and may be used by any member of the tribe passing through the
“area. , About eleven #illion -acres of land-are stitable for cultiva—

- tion in ecastern Botswana. But only one million-adres are under
oultIVatlon. The: national herd is estimated at 1,500,000, But

the country's carrying capacity, provided suff1clent water is
available, is believed to be over 2% million, Consequently, both

-Agriculture .and Veterinary Departments are intensively teaching
Nthe average farmer better methods of farming and livestock improvements,

‘ Prodncts for local consumptlon are sorghum, groundmts,
beans, millet, tobacoco and maize,

PR

6e The Go-ogerat:.ve Movement
: In 1910 a'CO-Operatlve Agrlcultural Socletles Proclamation
was introduced, but no societies were organized or registered,

»In 1962 this Proclamation was replaced by a Co-~operative
Socletles Lew (No., 41 of 1962) which provided for the appointment
of & Reg&strar of 00-operat1ve Sooletles.

Early 1964 the Registrar was appointed and started recruiting
his staff. By the end of the same year the staff of the Department
comprised: B : . N

Registrar of Co-operative Societibs.
- 1 Senior Co-operative Officer
1 Co—-operative Officer
4 Assistant Co-operative Officers
1 Clerical Officer,
1 Messenger
The registered societies at the end of the same year were ag
follows:

3 Marketing Sdcieties

1 Caonsumer Society
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To date the situation is as follows:=
(a) The Department is composed of:
Registrar of Co-operatives
2 Asgistant Registrérs '
‘3 Senior Co~operative Officers
4 Co-operative Officers
5 Experienced Assistant Co-operative Officers and

15 Inexperienced Assistant Cooperative Officers
(recruits),

They are assiéfea.ﬁy the I,L.0, and 0,D,A, advisers of the
Co~operative Development Centre,

(v) The registered Socicticn crosm
13 Consume? Societies'
33 Marketing Societies
29 Thrift & Loan Societies (Credit Unions)
1 Union

4 Others

Te Main Problems:

(a) Working Capital:

. On the?r own member societies, especially consumers,
find it difficult to raise sufficient working capital for
their intended business. Generally, the people are poor
and without employment, and this-condition makes it
difficult for Society memberg to raise enough capital for
their projects., To the Thrift and Loan Society members it

! sometimes becomes rather impracticable for them to gave
regularly without any source of income.

. (b) Management:

Lack of proper management is a blg problem in all
Co~operatives, Thls is made worse in Botswanha by the fact
that educated’ people are rather hard to get, and the
Committee members themselves are, in most cases, old people
who cannot understand the complications of a business, It
will be a gradual process for our people to understand and
follow certain procedures in business undertaking,

.
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(¢) Education and Training:

Education of Society members, officials and employees r¢
probably the most essential factor in the development of
Co—-operatives and should be continuous. We cannot achieve
anything unless the people we are advising know.what they
are doing and how they should do it, To educate and train
those concerned jis yet another problem of its own. Officials
and many of the employees are either paid a very small
salary per piece job (more of a reward really) or work purely
as volunteers, Such people usually have many other personal
commitments and consequently cannot be available to attend
specialized training courses organiged by the Department,

In some cases it is difficult even to find someone who can
be trained,

(d) Distance between Societies:

It is another problem to reach some of the societies,
Some are as far from Gaberones (the capital) as approximately
900 miles. Time and encrgy are wasted travelling between
societies. The roads too are a big problem in most parts .
of the ocountry,

(e) Movement between homes, lands and Cattle Posts

As mentioned earlier the cultivated lands usually start
about a few milés from the villages/towns and may stretch up
to thirty miles. Batswana being farmers spend most of their
time at the lands, and then their cattle posts, During this
period some Co=operatives enter a period of inactivity.
Supervigion and education become rather impracticable,

Solutiong to our Problems:

Lack of Capital The Co-operative Development Trust was
established under Deed at the beginning of 1966 to administer
a grant of approximately R60,000,00 from the British Coe
operative Movement in association with Oxfam for the promotion
of consumer societies, It very soon broadened the scope of
its activities to include:=-

(a) Acceptance of grants from other donors for other types
of Societies,

~ (b) Acceptance of money on deposit from any Co-operative
Society. .

(¢) Making loans to any society for development projects.

The Trust thus has an important place in the Co~operative Movement,
Capital grants from outside donors are handled on a loan basis to
societies, which ensures not only that the money will grow but that,
as it is repaid, it will be a source of capital for future development
projectse h"
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Management, Education and Training:

A Co-~operative Development Centre was established, with the
financial assigtance from U.N.,D.P., on 6th January 1970, The
activities of this Centre were expected:~-

(a) to integrate the Cé~operative Movement into the development
efforts of Botswana,

(v) to provide a common meeting ground for the societies, the
Cooperative Development Trust and the Minisiry of Agriculiure,
. for purposes of formulating and co-ordinating the policies and
activities of each; and

(e) to provide training, research and advisory services on all
aspects of Co~operative development,

The Co-operative Development Centre is divided into the
following four branches, each of which carries out a distinct activity:—

i (a) -The Organisation/Consumer Branchj
(b)‘ The Promotion Branch;
(c¢)  The Eaucation Branch;
(d) The Marketing Branch,
Each Branch is headed by a local officer who is also a counter— -
part to a U.N,D.P. expert, The Centre, together with the Audit section,
form the parts of the Department of Co-operative Development under the

Registrar of Co~operatives,

Registrar's Supervisory Powers and Co-opefafive Efficienéy

Under the Co-—operative Societies! Law (No,41 of 1972) the
Registrar has a good number of Supervisory powers some of which
are as follows:~ '

(a) Registration of Societies: Before registering a society the
Regigtrar hag to. satisfy himself that an economic survey has been
undertaken; that the proposed society would be a viable undertakings;
that members have adopted a set of model By~Laws (or drafted their
quwn By~Laws) appropriate for that type of society and have been
educated on such By-Laws; and that members have received sufficient
egucation on the Principles and Co-operative Law in general,

Having satisfied himself that the above requirements have been
met, the Registrar can then be assured of a certain degree of efficiency
in the yfunning of the affairs of such a Co~operative Society.

(v) Inspection of the Societies' Books and other documents,

4
In Botswana every Society hag to be inspected at least once
every month to ensure that the Committee, the Secretary or Manager
and the employees of the Society are doing their work properly,
The inspection report will show whether the Committee for example,
meet regularly as required in their By-Laws, whether the books are



kept up to date and other recoirds and documents properly filed etc,
To a very great degree Co-—operative work is done and kept up to
date because Societies know they will be inspected. and’ reported
upon by the Registirarts staff, This ensures some added efficiency.

(¢) Audit of Societies! Books of Acéount. The Registrar is not
only given the power but is also required to audit societiesd' books
at thé end of every twelve months of their financial period, This
helps the society to know whether they are making any good progress
or not.. It also helps the Registrar to decide on the type of advice
to. glve the Society or the line of aotibn to take in order to improve
the s;tuatlon. This too, ensures efficiency on the performance of
the Soclety.

(d)  Settlement of Disputes, The Registrar has the power, as soon
~ as he is satisfied that a dispute exists, to refer such a
dispute for determination to an arbltrator/arbltrators

appointed by him,

(é)" Approval of Societies! By-Laws and Amendments to them,

Before he can register a Society thé Reglstrar is required
to approve that Society's proposed By-Laws. In the case of an
already registered Society he is to approve the amendment to the by
Lawg if the Society so proposes to amend its By~Laws, If he ig not
satigfied that such proposed By-Laws or amendments to By Laws have -
been drafted within the framework of the Co-~operative 3001etles Law,
then he may refuse to register such a Society,

B ji There are other powers given to the Registrar Whlch when
exerclsed help promote efficiency in Co~operative work,

Distance anleransport:

The- whole field of exten81on and audit service rendered to
existing and future co~operative societies is being centralized, All
offloers, with the exception of an experlenced assigtant Co-operative
officer in each District, have moved down to the Centre - Gaberones,
The A4C.0. in the Dlstrlct is a link between societies in his area
and the Centre at Gaberones and services all types of Societies while
the Centre staff gpecialises accordlng to the four branches mentioned
above, .
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EFFECTIVE SUPERVISION AS A MEANS OF ACHIEVING .
INCREASED EFFICIENCY IN KGNYA'S CO-OPERATIVES

By: J.J. Wanyonyi
R.S. Saini
J. Momanyi

INTRODUCTION

The Co-operative Societies Act 1966 (Cap.49C Laws of Kenya has
given the Commissioner for Co~operative Development very wide ranging
powers in relation to almost every aspect of co-operative activity,
He has two broad functions:~—

(i) He is the Registrar of Go—operatives,
A .

~

(ii) He promotes co~operative activity, supervises it and is
required to ensure that co~operative societies run their
affairs in a business-~like manner and on sound finan¢ial
principles, To this end, he has to have powers of inspecw
tion, audit and education of co-operative members and
gsocieties,

We believe that our Act is almost flawless in ensuring that
every single function of a co-~operative society is regulated and
controlled by the supervisory and inspection powers of the Commissioner,
We cannot, therefore, ¢quarrel or agree that the Government has ndt
given us a tcarte blanche! to -tame and discipline some sections of the
Co~operative Movement, which seem to drift from time to time towards
unco~operative practlces in conducting their affairs., If the Co-
operative Movement is not developing and progressing to our expectations,
then we.believe that we ought to 1ook ‘inwards to our own seteups to
bring out areas.of weaknesses.

The Co~operative Movement is sponsored and encourangéd by the
Government, While the Government should have a paternalistic feeling
towards them regarding any of the problems they encounter, neverthew
less, we believe that the co-operatiVes are business organisations/
units which must develop in a free and competitive economy by improving
their efficiency and pfoductivity. This is because the basic concepts
of co~operatives imply autonomy, democracy, togetherness for’'the
development of economic interest, initiative and self-reliance, This
should raise the economic and social standards of the members,

However, in our opinion, the above-mentioned principles appear
to have been compromised by powers of supervision and inspection vested
in the Qovernments by legislation, This is necessary in the early years
of co~operative development, but ‘as the societies and their members show
maturity, these leglslatlons will need to be relaxed. (In Kenya, the
Commissioner for Co~operative Development has already appointed a Standing
Committee on the relaxation of the provisions of the Co-operative
Societies Act and Rules in deserving cases).

i



WHAT IS SUPERVISION?

In our deliberations we should not only look into the reasonables

ness, feasi

bility and practloab111ty of the various provigions of our

Acts and Rules, but we should also evaluate as to how far they have been
practically implemented,

Let us examine the meaning of supervision in the Co~operative

Movement,

()

To us, it means the following:~

. Bnsure that books are written out up~to=date and are

. properly documented,.

(v)
(¢)

Ensure monthly Trial Balances are drawn.

Ensure books of aécounts are reconciled and cash and stock
. balances verified, Investigate discrepancies and institute

" remedial measures,

{a)

(o)
9
18,

®

(1)

Check members business records and transactions., Perform
crop reconeiliations,

Control and verification of debtors and creditors.
Supervigion and control of members payouts.

Ensure the members registers are written out up-to-date and
are reconciled to share capital,

Ensure budgets are produced and adhered to,.
Check monthly Trial Balances against approved budgets,.

Exercise financial control to ensure that the expenditureis
covered by approved estimates and compatible witk the inflow

“ of revenue,

)

ey
(1)

(m)

Ensure that the books are in an auditable bosition.
Conduct internal auditing,

Attend, if necessary, societies meetings and advise on
Cowoperative Law and procedures,

Countersigning the societies cheques after ensuring that:-:

- there are enough funds

"i'w cheque for payment is provided for in the budget
T supported by. documentary. evidence -

If the above is done, then it will go a long way in improving
the effectiveness ‘of the Department and will show an actual improvement
in the performance of the societies,



QUIDELINES

Besides the above, there.is a need to produce simple ?guidelines®
which can be easily read and understood. To this end, the Department
has produced the following:-

(aj Interpretation of Act and Rules,
(b) Procedural
=~ Loans, Crodit Pacilities, Advances
-~ Bconomic Appreciations/Feasibility Studies
= Inquiries and Liquidations
- - How to Interpret Accounts
- Taxation
-~ Annual Returns
(o) Standardisation of Financial Years

(d) Job Allocations and Lines of Responsibility

PROBLEMS -OF SUPERVISION'

Y

Under the current legislation, the Department of Co-operative
Development is responsible for generating co-operative activity and
consolidating it in its various aspects. The Commissioner is also
required to ensure that the societies are managed efficiently and
profitably in accordance with sound financial principles and in
conformity with the co~operative principles and practice,

Despite the overwhelming legislative powers vested in the
Commissioner, the Co~operative Movement still continues to operate far
below the expectéd standardd of performance, The reasons for this
state of affairs are two fold ~ those connected with the Department
of Co~operative Development, and those connected with the societies,

b
(a) - Problems Connected with the Department of Co-—operative Development,
(i) The shortage of suitably qualified manpower, The position is
also aggravated by the retention on the establishment of
inefficient ('Deadwood?) and unreliable officers,

\
(ii) Lack of financial resources and thereby restricking
transport facilities and thus reduces effective supervigion,

(iii) Lack of inducement for qualified people to join the
Department, In some cases the Departmental staff is less
qualified and less knowledgeable than the co-operators
themselves, whom they are suppgsed t0 guide and supervise.

(iv) Lack of knowledge as to what actually constitutes Ysuper—
vision' and tinspection!, This has been discussed above,
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If the movement is to develop efficiently, it is essential that
the Department itself is capable of performing its duties effiociently -
as detailed above,

“(b)' Problems conneoted with the Sooieties

(1) Inadequate staffing in the movement and general
reluctance in the movement to emplay suitable qualified
personnel, This is more apparent in the case of accoun=
ting staff,

(ii) Lack of costing knowledge on the part of society's management.

(iii) Unco-Operative attitude of co—oberaxive,SOciéfies' officials
who ignore the advice of government officers.

(iv)  Lack of good office, well lighted, ample ‘working space and
amenitiés conducive to good work,

(v) Nepotism and brotherisation and corrub% tendences amongst
many soclety officials, e

(vi) Reluctance on the part of co~operatives to pay for services
rendered to them, Most co-operatives expect free gervices
and feel no obligations whatsoever ‘for making any oontr1bu-
tion to the national exchequer,

(vii) Undue politicéi interference in. the rudning.of oo~operatives,
SUMMARY

* We have outlined the meaning and problems of !supervisiont, We:
would;, -however, wish to point out 'that education and finance are the
two vztal factors'which mist be fulfilled if the Co=operative Movement
is to be firmly placed to play a more vigorous role in our economy. The
Government, therefore, has to give high priority in the allocatxon of
the avallable resources to these two factors. o TR
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PROBLEMS_ENCOUNTERED .IN SUPERVISION OF GO-OPERATIVES

A

- ‘ , IN MAURITIUS

by He Ramdin

: We have Co~operatives of all types in Mauritius - the Credit,
Consumer, Marketing, Savings and Credit etc, Up till 1945, we have
been mainly concerned with the credit societies, Though co~operative
credit societies started as far back as 1913, the whole development and
diversification came as from 1945 and has been oriented by a Department
of Co—operative Societies headed by a Registrar. From 1945 to date, ‘the
number of societies has increased threefold., This development: has not
been without its problems, in so far as supervision is concerned, These
problems mainly concernie

- (a) Lack of co-operative education, appropriate and adequate’
to meet the rising expectations of members and officiaﬁs.
. 4,
() Lack of trained. cadres, at 5001ety's level, especlaliy to
cope with accounts, etc. of societies,

(c) Shortage of staff at Departmental 1evel, to give adequate
- supervision,

(@) Lack of adequate literature and propaganda material; and
last, but not least

(e) Multiplicity of institutions doing the same functions as
co-operative societies, which in turn, causes'disloyalty
on the part of members and renders supervision more
diffieult, :

Luckily, the role of the co—operative personnel ig fairly well
defined by the Co-operative Societies Ordinance and Rules and the powers
of inspection, supervision and control are well establighed, The audit-
and supervision of accounts, etc,, of societies rest with the Registrar,
who is assisted for. .the purpose by other officers, from both the
Department and the Mauritius Co-operative Union, But these powers to
audit remain very often vain letters when co—operative officers have to
run societies themselves, write accounts and afterwards audit these same
accounts, This situation arises out of points (&) ‘and (b) listed above,
However, point (c¢) is relevant there: if the staff is inadequate, then
instead of teaching officers of societies to perform their duties them~
selves, Departmental Officers tend to minimise their problems by
assuming the roleg of officers of gocieties and do the bookw~keeping
themgelves, draw reports and leave things there, No education of
officers of societies is possible if Departmental Officers have to rush
from one society to -another doing work which normglly should devolve on
officers of societies, It is believed that with the education programme
being undertaken by the University of Nauritius, a fairly good number
of trained officers will take over the rolé of running the affairs of
co~operative societies, leaving the task of supervision and audit %o
Departmental officers,
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Even then, adequate supervision wiil depend on the load per
member of the staff, which brings 'in,problem (c). 'If Departmental

Officers have about 25 societies to supervise each, then the paucity
of visits to societies renders their task more dlfflcult.

It is believed that the load per member of the staff should be
such as to allow a monthly visit to each society. There cannot be any
hard and fast rule as to the number of societies per officer as
different types of societies have different problems, In Mauritius, the
load per trained officer averages 20 - 25 and all effort is being made
to incréase the strength of the staff to bring this number down to 15,
However, new recruits require training before they are able to do h
their work properly, and with increasing numbers of societies, this
becomes an endless problem unless officers at tgocietiegt level are
really efficient and can be relied to do théir wbrk proberly

This brings in problem (d). If the Un1vefsxfy'g1ves theoretical
training for a certain period, continuity in training could be achieved
by adéquate-literature, or talks over the radio of by other audio~wisual
aids, . These lack completely in Mauritius, A wéekly talk over the radio
to motivate people to join com-operatives is made, but there does not
exist any gystematic use Of the mass media, There is thus a break, so
to say, in the training of officers and general members of societies
after their University training, In such circumstances, the officers
of societies tend to take less and less interkst in their work and
leave it very often to be completed by Departmental Officers.

The greatest headache concerning supervision, however, .arises
out of problem (e). Middlemen, brokers and bankers still have a good
olientele among the planting commnify and planters of co-operative
societies can have recourse to them without the krowledge of the societies
themselves, .The number.of little shops doing business in a village
or town is phenomerial, One should not forget here the Development Bank
which advances long—-term credit, the Post Office Savings Banks, which
collect the savings, and the super-traders who overnight can buy the
whole produce of a village and 'yet go ¥scot?! free, BShifting of produce
and disloyalty of members are frequent occurrances and the. supervision
of the refund of credit advanced by co-~operative societies is a:toizh
jobe -« It may not be so acute with cane, ut it is very much so-with
agricultural co-operatives such as potato, onion, pigs, etc, ‘We“dare
still groping our way to find a solution to this problem, but have not
been entirely successful up to now,

‘We shall try tliens' on crops very soon, But we should like to
learn from the experience of other countries on this score, ‘It is:
worth pointing out that: another addition to that problem is appearing
at the horigon, viz., the 4institution of the State Bank of Mauritius
which will be advancing money to small entrepeneurs without any

ge 12.;

It is hoped that enough ground has béen covered and that further
information could be supplied at discussion meetings,

$



~to-
THE REGISTRAR'S SUEERVISORY POWERS AND CO~0 PERATIVE EFEICIENCY IN TANZANIA

- bys B.Ke Zegge
V.P., Rugalema
V.E, Xombo

Je«E. XKinynmyu
E,N. Mudogo

Underlying the title of this paper is the assumption ‘that the
Registrar'e Supervisory Powers and Cooperative Efficiency are related.
Thus this paper constitute an attempt to indicate the extent to whidh .
this thesie is valid in connection with the development of the
Cooperative Movement in Tanzania. For this purpose we first outline
the historical development of the Tanzania's Cooperative Movement;
pecond, define and relate the Registrar's supervision powers to
cooperative efficiency.

Since the first Cooperative law was passed in 1932, the
Tanzanian Cooperative Movement has moved from a small fledging
movement to one of the largest and strongest Cooperatives in Afrios.
Its growth has been characterized with altermating slow and rapid
expansionss ~

. Up to. 1949 the Movement grew slowly, and there were only 79
registered cooperatives by 1949. During the period 1949 = 1969 the
Novement experienced active growth in terms of numbers and typesg of
socleties and volume of business handled by them. By 1959 there were
600 societies i.es a growth rate of 52,1 societies per annum. -After
1960 the llovement grew at a rapid rate and by 1969 the number had
inoreased to over 1,700 i.e. representing average growth rates of
110 per annum. The largest increase in the number of societies ,
ocourred after Uhuru in 1961 when cooperatives were given marketing
monopoly for certain specified orops. Since 1969 the average net

wmxpansion rate has stagnated at about 20 - 30 societies per annum,

moet of which are either non-marketing or Agrioultural Production
Toopstative Societies (Ujamaa Villages). At the moment the Agriculturd
Marketing Societies handle more than 525,000 tons of produce worth
about shillings 700 million per annum.

As we shall later indicate these variations in expansion rates
in the development of the movement are solely the result of the
discretionary powers of the Registrar which are summed~up in the term
*Supervision", It is thus worthwhile now to look at what we precisely
‘mean by ""Supervision" or "Supervisory pOWers" of the Registrar in '
connection with Cooperatives and by “Cooperative Efficiency.

b

Cooperétive Efficiency is a rather fuzzy concept and whose
definition has provoked wide academic discussion, From the operational
point of view cooperative efficiency means the ability of a cooperative
society to perform in a manner that promotes the members' interests,
The criteria for gauging cooperative efficiency are nothing but the
degree to whlich the society 1s capable of satisfying tlie¢ members'
interests., These interests may be of economic, cultural, politlcal
nature, It is therefore wrong to equate "Cooperative Efficiency® with
feconomic effiolengy". The latter, which in marginal analysis. is a
static optional ocondition in which an economic entity is capable of
equating its marginal costs with marketing prlces undexr ¢onditions of
the competitive model, is too narrow to be applicable to the cooperatiw
firm where property rights play a dynamio role.! In this context, we
shall therefore define cooperative efficiency as the attainment by a
cooperative society of a situation which enables the society to operate
with optional effectiveness in satisfying members® interests. The
question now is how do the Registrar's supervisory powers help
Ccooperatives attain this situation? What are these supervisoxry powers?
let us start with the second question. The legislators of the
Cooperative Societies Act, . :
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1968 have confered wide discretionary powers to the Registrar, -~-:izi ot

According to the Act the Registrar has four main types of

supervisory powers, namely (1)Apreventrve powers which include

provigions requiring cooperatives to seek the approval of the

Registrar over certain important decisions they make; (2)

ourative powers which are essentially aimed at correcting any

mishaps within the cooperatives and they include such measurer

as auditing and inspections of cooperatives; (3) direct intervention

owers which enable the Registrar to intervene into the internal

self-rule of cooperatives guarantecd by the by-~laws of each societys

and (4) conciliatory powers which enables the Registrar to setile

conflicts which might arise between and among cooperatives and
 ““between cooperatives and their members, These last powers will not

be. handled in this paper.

~* Oombined,all these supervisory powers give -the Registrar a e
legal.lnstrument with which he can effectively and cdnsiderably ‘exert
influence on the autonomy, operations and management of ocooperatives
and hence their efficiency. Since the use of these powers are virtually
left to the discretion of ithe Registrar, the degree to which he can
utilize them entirely depends on the personality of the Registrar. A.
rather ceutious Registrar would raother tend to be very seloctive in
his use of these discretionary powers, while a risk~taking, politically
oriented type of a Registrar would tend to make use of most of the$g
powers more often and indiscriminately, ‘5§ﬂ

" For purpose of illustration let us consider some 1nterestinga "

_cases in the history of the Tanzaniéan Cooperative Movement and- eriicélly
. s ovaluate their impact on efficiency, However, before ve! #o 80, ;ﬁ id-

. .perhaps pertinent to point out here that all these superV&spry poweﬁsmwi

"of the Registrar have one thing in common: +to bring ‘about’or streggtheh

effxclengzlln the COOperatlvc Movement a I thls S0 1n praéilge? AR

e Lo |'

The Registrar's preventive- -poters flnd practacal appllcatloﬁ in-
two forms, They relate to matterq_concerning registration of new societies
and the approval of socictics! dhmal budgets (both-recuryent and
development) Accordlnc to the Act, the Registrar has diseretionary
decision over the registration of a new society, Normally, he ‘bases his
decision on a formal and material survey concerning the feagibility and
oy v1ab111ty of- the proposed socicty to operate as a Cooperative and attain
the degree of efficiency requircd to "promote the members! intercsts®,
Through. the imposition of high or low registration requirements and the -
way the feasibility and viability studies are conducted by the Registrar,
he can considerably influence the quality and expansion rate of the
. cooperative movement, - In Tanzania this power was used 0 accelerate the
expansion of cooperatives in the period immediately after independence
when many societies were formed and registered without siringently
meeting the-criteria for "cooperative efficiency™, Viability studies
were hbt strictly required,

AP

&

N The reSults Wwere the alicnation of members®! feelings towards their
societies which could not adequately promote.their ihteredts, a situation
which in 1966 led to the "Presidential Special Committec of Inquiry

into the Co~operative Movement and Merketing Boards". This ig a glaring
‘example where the Registrai’s supervisory powers had negwtrve effeocts

on co~operative efficdiency, '
voabe

B

-y
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The provisions of the Act also stipulate that annual plans or
budgets of societies must be sanctioned by the Registrar, The major
objective here, as it is the case with the registration provisions, -
is to prevent or minimise the degree of inefficiency in co—opcratives,
Thus, co~opcratives are obliged by law to seek the Registrar's approval
in connection with (a) capital expenditures, (b) maximum liabilities
(bank overdrafts etc.), (c) use of reserve funds, (d) supplementary
estimates, :(c) amalgamation and transfers:of societies, etce

Though these provisions are theoretically intended to bring

about a situation under which the co-operative society should attain
optimal efficiency, the inflexibility and red—tape procodure implicit
in them is an obvious phenomenon, In practical terms, its blanket
application, as opposed to selective application, has rather tended

to worsen the efficiency situation in the co-operative movement,

Delays in receiving approval are more often than not and normally
result in-d¢laying implementation of projects whose viability is
established;’ This is, however, ‘not thc same as saying that approvals
by thHé' Registrar of anmal plans arc unnecessary, but it is their
non=gelective application, i.e., to societies with highly efficiént and
honest management, that we are concerned with here, In addition
preventive measures have the implicit anomaly that thce actual decisione
making, which is theoretically guaranteed by the byewlaws (and now by
TANUts Guidelines), lies not in the hands of those (socicty members

end management) who are lisble for the consequences flowing from the
decisions, but with the Registrar who shares none of the liability!
This is one of the potential issues which the rapid dcvelopment of
njamaa villages and their registration under the Act are soon going to
pg;hg into the area of hot discussion among the coopcraters and policye
‘mékers in our country, It is, however, a notable fact that during the
development of the cooperative movement in our country -~ as well as in
.9ther African countries — the scope of decisions which require the
‘ngistrar's approval has tended to widen rather than narrow déwn, It
may interest researchers to find out why this is happening as the
movement becomes more '"devecloped!,

Also the Registrar has some preventive powers in form of model
by=laws in which he can impose certain minimum requiremcnts to be
included in the by-laws and thus positively.influcnce, the internal
struéture of = society. Model by~laws are given by the Registrar as
one of his non-statutory functions, Similarly all amendments or changes
in society by~laws require the,?egistrar's approval, It is thus in the
Registrarts discretion whother'a society should or shouldn't have a high
degree of autonomy or whether he makes the by~laws de facto obligatory
to 21l cooperatives, Though the adoption of the model by—lews is meant
to be flexible, i.e. could be modified to suit different situations, it
hag in thel past tended to be inflexible and virtually obligatory to
societies of a similar type. The major reason behind this inflexibility
ig, on part of the Registrar (i.e, his ficld representativés), the lack
of initiative in effecting the nccessary modifications to suit local
conditions, -

It is hard “to assess the effect of this inflexibility on cooperative
efficiency, But its implications on cooperative.efficioncy can be
summarized as follows: (a) tho provisions of the model by-laws of a
gertain type of socicties are sdopted without much regard to the variations
in their sizes, development stages and coonomic cultural surroundings;
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(b) since the model~by-laws were originally meant for small
cooperatives with a'small degree of diversification in activities,
the growth of large, highly diversified and economically strong
cooperatives have presented serious challenges to the inflexible
application of the by-laws, Oné of the major problem surrounding
the orisis in the now defunct Victoria Federation of Cooperative
Unions Limited in the early sixties was that the Federation!s byes
laws were not in tune with the economic development stage which it
had reached by then. The same thing is again appearing in some
of the highly developed and sophisticated Unions such as X,N,C.U,,
N.C.U. BsC.U. etc, Similarly, further development such as villages
which are solidly based on the principles of self-reliance and democraty
present additional, though still potential, challenges which must be
carefully examlned and their implications spelt out,

- The curative powers of the Registrar dre basically embodied in'
the Registraris right to inspect or audit "the accounts of every
registered society once at least in every year" (Sect. 21), Thesé
are one of the most important supervisory duties of the Registrar,
Both aim, though vary in degree, at varification of the accoants, detere
mining the financial conditions, revealing operating results, détermining
the integrity of the management, determining business trend etce

Both the inspection and audit serve several objectives, most
important of which are: (i) to provide the Registrar with relevant
information concerning the general developmenit of the Ccoperative Movew
ment in the country, (2) to fill the gap created by the lack of internal
control in most coperatives,

Since.inspections by members (General Meeting) and Committees are
generally unsatisfactory or totally ineffective, inspections and audits

by the Regigtrar are of concial importance to the efficiency of cooperatives
on one hand and the public image of the:cooperative movement as a whole

on the cher. Inspections are particularly necessary because of the lack

of internal audits in all, but a few highly developed secondary cooperatives,
However the problem of audits being in arrears of several years is a well
knovwn secret and its implications on cooperative efficiency are too

obvious to need further analysis,

Similarly, ingquiry is another form of the Registrar?s curative
powers, .An inquiry represents a serious decision by the Registrar and
is th@é normally reserved ®r serious cases involving gross mismanagement
or misappropriations of society funds, In most cases inquiries are
proceeded by dismissal or suspension of the society's management,
Unlike auditing and inspection which aim at the formal accounting procedures
from which conclusions about the financial situation of the society can
be made, an inquiry has as its terms,of reference the thorough examination
of the structure, functioning, financial position and the member-management
relationship, It can, however, be ..arrowed down to focus on such important
aspects as the society's business .policy, the way the management pursues
the basioc aim of promoting the members! interests, etc,
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In Tanzania inquiries have been kept to the minimum, In 1966
the President, Mwalimu Julius K. Nyerere, had to appoint a special
committee to look into the affairs of the cooperatives and the marketing
boarde after it became obvious that there was a general dissatisfaction
with the way cooperatives were operating, At this particular time
oooperative efficiency was génerally at its lowest in the country. The
publication of the Committee's findings led to a number of important
reorganisations and rationalisation measures in the country's cooperative
movement, On the whole, such reorganisation measures are having positive
effects on cooperative efficiency, With the reorganisation most Cooperative
Unions have become more developmenteoriented than ever before and the
trend is obviously encouraging, though there is still a lot to be done,

The direct intervention powers of the Registrar enable the
Registrar to intervene into the internal autonomy - which is guaranteed
by both the by=laws and Act at any appropriate time and situation, Such
powers include the suspension or dismissal of the society committee by
the Registrar when he is satisfied that the Committeets way of managing
the society's affairs is not in the interest of the members, i.e,
cooperative efficiency is at stake, In such a case the Registrar can
appoint & care~taker to manage the affairs of the society on his behalf,
Such a serious intervention in the society's internal autonomy was
first made use of at a grand scale in 1967 following the recommendations
of the Presidential Special Committee on Cooperatives and Marketing Boards,
when the committees of several societies were suspended and the Registrarts
field'répresentatives or appointees were entrusted with the management,
The mdve had mixed results, A number of empirical studies suggest that
while comoperative efficiency improved in a number of societies it even
deteriorated in a few of them where the Registrar's appointees were not
well equipped to handle the situation, In such cases, the curative
measures turncd out to be an act of "flying out of the pan into the fire%,

Under the Act, the Registrar has no direct power on the employment
and dismissal of the society's employees - especially those of Unions -
whose terms of service are a dircct responsibility of the Unified Co=
operative Service Commission ~ a brainechild of the Presidential Special
Committee of 1966, In so far as co-operative efficiency is a direct
function of the society's personnel, the Registrar's supervisory powers
can only have indirect effect in this respect,

As already detailed above, the role of the Registrar in promoting
the efficient operation of co—operatives, which in turn have played a
very significant part in rural development, has unquestionably been
tremendous, In view of the new rural development strategy which is the
basis for implementing socialism in rural areas, the establishment and
promotion of ujamaa villages and conversion of the existing co~operatives
into ujamaa villages, the traditional role of the Registrar of Co~-
operatives poses very interesting questions,
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This new policy, which gives peasants an opportunity to
participate fully in making and implementing decisions on what to
do, when to do, how much to do at cach time, how to do and how to
distribute the returns of their ag¢tivities, also enables them to
challenge their environment by fully usirng their skills and intelligence,
This policy, above all, puts emphasis on self-reliance, i,e. whatever
assigstance is accorded "$o them should supplement local initiative, efforts
and resources. This means that ujamaa villages will have their own
governments with several institutions which will be respongible for
charting out the line of action which should speed up development, There
will be a minimum external interference,

From this short account, very interesting questions which concern
the role of the Registrar arise, In view of the fact that co~operatives
will change their forms in order to be in tune with Y“ujamaa vijijini%
policy, what will the role of the Registrar be - How will He render his
services in the independent ujamoaa villages? How will his powers be
" communicated, felt and implemented assuming the Ujamaa Villages will have
their own experts in various development fields? These are some of the
vital questions which the Tanzania Co-operative Movement should address -
itself %o,

To summarise,this paper has attempted to highlight some important
- issues concerning the relotion between the Registrar's supervisory powers
© ag provided under the Tanzania Co-operative Societies Act of 1968 and
co-operative efficjency., If, after reading this paper, you are of the
impression that:-

(1) +the relation between the two is complex and often difficult
to quantify;

(2) +the Registrar's supervisory powers do not necessarily have
positive, but may have negative, effects on co-operative
efficiency as well;

(3) the épplication of these powers, those they are discretionary,
is not a prior. flexible and tends to be inflexible in
relation to development trends in the co-operative movement;

(4) new developments in co~operative activities and types
(especially the formation of ujamea villages) are already
poaing challenges to these discretionary powers of the
Registrar;

(5) the historical development of the Tanzanian. Co~operative
Movement in the lagt three decades domonstrates the phenomenon .
of the Registrarts powers tending to increase with higher
‘degress 6f development in the co-operative movement (1.e. as
the movement takes a more dynamic and effective role in the
national economy)

then you have gbt the message. The reasons underlying these observations
may interest some research workers and may indeed warrant the attention
of* the I,C.A. as well,
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" THE ROLE OF A UNIFIED AND STANDARDISED ACCOUNTING '

SYSTEM IN MAKING SUFTRVISION AND CONTROL MORE
EFFECTIVE AND IN PROMOTING EFFICIENCY OF CO-OPERATIVES

Bye: ReSe Saini
IFIRONCTION

During the course of this seminar, we are looking into Supervision
as a means of achieving increased efficiency” in Co~Operatives, We have
noted that we have no jurisdiction to look into the reasonableress or
otherwise of the overwhelming powers vested in the Commissioners or
Registrars under current legislation, However we have been -examining the
feagibility and practicability of some of the provisions of our Acts,

In this paper we are not going to look into some of the controversial

powers of Registrars but we are going to examine the role of accounting

in making Supervision effective and in promoting efficiency of Co-operatives,
Tou will recall that our legjislation, in common with legislation of our
neighbours, deals mainly ‘with the following:

o Dpromotion of Co-operative Societies
o Ssupervision and inspection,
K accounting and audit
» internal reiationships of the members and.the
societies and their relationship and mode of
conduct with outside bodies |

I am going to talk about accounting and audit in relation to
Co~operative Societies,

REASONS LEADING TO THE EVOLVEMENT OF A UNIPIED AND STANDARDISED SYSTEM

There are almost 2,000 registered societies in Kenya out of which
a little over 1,000°are reckoned to be economically viable and are doing
well in their business operations, The principal reason for the failure
of quite a large number of the socitties was their reluctance or inability
to keep proper books of account which would show them the trénd of their
business and financial health they were in from time to time, Society
managements had no basis on*which to make decisiong and take corpective
measures, It is said that the business efficiency and standard 6f
performance of the management of an organigation is equivalent to and
dependent upon the order and the standard of efficiency and reliability
of its Accounts Section., A properly run Accounts Section is a vital tool
in ensuring business efficiency and better management in the societies,
In the case of viable and larger societies, it is all the more imperative
that their bookkeeping, accounting, and financial functions are properly
organised and implemented so that they can continue to develop by knowing
the results of their operations from day to day and having a reliable
?udgetory and financial control system which would highlight areas of
irregularities, departure from pre~set standards and variations of
performance as compared to competitors and previous results, GCorrective
measures can only be taken if there is reliable information on actual
performance, and actual performance as compared to forecast budgeted
performance
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As I said on the opening day of this seminar in an ocbservation on
Mr, Holmberg's paper that. all routines in a co-operative or for that
matter in any tusiness pees through or end in the accountancy system., All
business transactions are expressed or translated into terms of money.
This needs.to be recorded through a book-keeping and accounting system,
The purpose of book~keeping is to record in a systematic and permanent
manner.all -trapsactions of a businéss in a way which will give maximum
information in a convenient manner, To be of use for policy and decision
making this information needs to be up~to-date, ‘

. . ﬁqfqrxunately“in most Co-operative Societies this has not always been
" 'possible on.account ‘of the following:

(i) books of account have not been. properly maintained, nor kept

" up=-to-date, nor adequately ofoss-referred to primary datas
This can be traced back to the unwillingness or reluctance
or inability on part of some societies to employ bookykeepers.
Societies need tb be educated to ‘the real1%y that no business
can expand without access to reliable information on which to
base plans and decisions, Absence of up~to-date and reliable
books~keeping means that the societies remain in darkness as
to the trend of their business and there is no control over
income and expenditure, '

(ii) original vouchers remain unsupported, unsigned and badly
filed,

(iii) store records leave a lot to be desired, There is no control
of stocks, cash, debtors, creditors and produce,

(iv) ‘budgets are either not prepared or if theéy are, they are not
accurate and realistic, The budgets appear to be mere exercises
in arithmetic and are not made use of to control societies
operations, These are filed and forgotten and hence there is
lack of budgetory and financial control,

Av) trial balances are either not prepéfed or if they are they
= remain meaningless on account of either their unreliability or
because tHey are not used as a basis of management control,

From the above it would be cleqr that it is imperative to improve
upon exlstlng accounting systems and design of forms and books so as to
produce from them sufficient reliable information. Inbuilt into the system
therc should be stages and controls beyond which society book-keepers and
record keepers should not proceed until the controls have been agreed and
reconciled, .-

Let ﬁs'take a gsimple example:
« ‘large Coffee Society' ~ 15,000 members - active
members agcount for 13,000 tons of cherry - % m,

individual recelpts and debts requiring entry to members business records

’ issue receipts - summary e members ledger - payouts,
members business records -~ 50,000 payout cheques,
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This example pinpoints societies! mest pressing problem: tremendous
amount of work involved in keeping members business records « most time
consuming ~ prone to human errors,

THE SYSTEHM

In order to cope up with the volume of records and book-keeping, it
ig necessary either to mechanise the accounts or to have a multipupose
recording system. Since in most cases it is not practicable yet to
mechanise the accounts, we have concentrated in developing the multipurpose
recording systems, To this end, we have produced the following manuals
and guidelines on which to base our accounting system and as a beginning
for further development in this field:

(i) Manual on Standardised Accounting, Budgeting and Statistics.
Classification and coding of accounts — specialized
treatment of certain items of revenue and expenditure -~
detailed instructions on budgeting,
Guides to Budgeting and Accounting
Standardised Trial Balance Forms
Standardised Budgets
Loose Leaf Ledgers/Mechanised Ledgers

Account number consists of 5 digits

ITEM NO.

Activity
Indentifier O = Income
= EJCP.
. 7 = Surplus/loss
) B = Acsets '

9 = Liabilities,

(i1) Menual on Savings and Bredit Societies

(i) Procedural Guide and forms

(ii) Book-keeping and records.
(iii) Mdnual on MT - Systems

Manual on A-B & S itself not complete to embrace the whole

field of ;/book=keeping and accountancy, Detailed instructions .

and uniform forms on the procedure to be followed in recording

members produce and primary transactions which form the basis

of book-~keeping, |
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Ensures members produce recorded correctly and
reconcilable before being processed into the main
ledgers.

Comprisges Stock Control and Members Savings Systems,
Enables:

avoids errors due to multiple record system monthly
reconciliation

paid exactly for what they have delivered

members records up-to~date

payment into savings account,

(iv) Introduction of Duplicate Cash Book at Society level,
Transmission of information between 3001eties and.-Unions
where book-keeping centrallsed.

Oeniralisation of accounts at Unions using accounting patterns
vhich accommodate most societies

advantages:
» reduce number of inspectors required
o eliminate most unnecessary travel
o Permit closer supervision of societies

o facilitate recruitment of suitably qualifiecd
acoountant at a suitable competitive salary

o permit on the job training

.. book—keeplng and allied problems retarding bookkeeping at
society level avoided :

« provide periodic information -for management
o reduce stationery costs.

(v) experimenting in posting cash books mechanically by operators
catering for a large number of societiess

(iv) Mechanisation/computers
Punch cards at month end and run on computer previocusly programmed
Reduce number of employees
Eliminate manual work & errors
financial statements

(vii) Standardised presentation of Balance Sheet and Accounts,

‘.

ADVANTAGES

Classification and coding of accounts based on a Uniform and
Standardised system is the framework within which bookkeeping is
accommodated.,



It sets a patern which is uniform all through the couniry, Expense
Acoounts, Revenue Accounts,-Assets and Liabilities accounts have the

same code nos, which are flexible to be adapted for various activities or
factories etce. within the same society,

Facilitates:
(i)  meaningful comparisons
(ii) presentation of accounts in a systematic manner
(1ii) more meaningful trial balances
(iv) accurate and uniform statistics for comparision with previous

()

(vi)

(vii)
(ix)

(x)

(xi)

(xii)

performance and other societies, Statistics essential for-
proper guidance to society's operations, preparatlon of budgets
and as a basis for budoetory control

promote uniform books, records and primary documents, Reduce
costs, Standard business and book-keeping records can be
produced to accommodate the business activities of nearly all
societies,

facilitate courses of instruction in society book~keeping. No
diversification of limited resources on various systems,

Step towards mechanised accounting

mobility of accounts staff. A newly appointed trained book=
keeper knows exactly what to do. "Breaking=in" period shorter -
job rotation

Standardised trial balances

Conventional TBt's prove only arithmetical acouracy of books,
Standardised TB's besides this objective almost as good as

final accounts. Shows Income and Expenditure and Financial
position,’ Shows also financial results of each activity comprised
in the society's operations. .

Standardiscd Budgets

Financial plan for the coming year. Items exactly as in the
TB. Quarterly budgets show seasonal variations,

w"1‘]3'8 compared against budgets, Reduce risk of overspending,

Pacilitate verification of available funds before countersignature
af .chogues,

pre~printed forms less typing work,
Accounts numbers in serial order autometically.

+

§
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(xiii) Programmed auditing,

Specified responsibilities of an auditor appointed under the
I3 are in ho way diminished by the advent of a standardised
accounting system, But certain problems appertaining to the
conduct of the audit are simplified and facilitated,

(1) Standardised Audit Papers. Reduce amount-of detail works
Check and devote time-to systems analysis, matters of
accounting principles; economic appreciation etc. greater
emphasis on the reliability of internal control

(2) continuous audits. Prevention of frauds and errors by moral
deterrant

1

(3) Balance Sheet Audit

(4) Mechanised Accounts, Audit not of details but of systems

(5) less expensive

(6) vouchers filed according to account numbers verification simple,

So indirectly, a standardised and unified accounting system will
-assxst ‘'ue in cabtching up with the backlog of audits, However, arrears of
audltﬁ cannot be entirely blamed on either lack of proper book~keeping or
' rion=aveilability of suitably qualified audit staff, Some of the factors
delgying early completlon of audits are:

(1) unco—operatlve altitude of Society Officials who deliberately
attempt to frustrate efforts of auditors on account of
irregularities and mis~appropriations which would otherwise be
highlighted, Books are either not given for audit or given
reluctantly in a piecemeal manner, Information is at times
kept back and queries not answered.

(1i) At present however 50% or more time of auditors is spent on
bringing societies book~keeping up-to-date,

IMPLEMENTATION OF UNIFIED ACCOUNTING SYSTEM

Thls is rather a specialized aspect of standardised accounting system,
Books previously in use have to be closed, audits done and final accounts
produced before the new system is intro&uced. Since the Standardised Systems
heve new innovations previously unknown both to the Movement and to Depart-
mental Staff, a massive education programme has had to be undertaken,

/ .
But implementation teams had to be set up to implement the systems,
These teams are comprised of:

.

"+ A Nordic Adviser, Co-operative OfficeT,
Co~operative Assistant,
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EFFICIENCY IN CO-OPERATIVES .
. by -Arne Holmberg

Bfficiency in an economic enterprise, of any type, is the use
of available resources in the best possible way, without waste,
v
In a competitive situation, the more efficient enterprises gain
advantages over the less efficient ones and, if there are only
private (capitalistic) enterprises on the narket there is a
risk for mergers and cartelo, creating a monopollstlc situation,
usually resulting in misuse of resources and inefficient opera~
tions.,.

In a mixed economy privatc, co-opcrative ond miblié enterprises
may compete with each other on even terms. Particularly, the
competition between co-operatives and private enterprises has
‘become an important mcans of achieving efficiency in many
industrialised countriecs.,

In the socialistic, planned economy nations of DBastern Burope,
co-operatives are today important countervailing pouers to
public enterprises in many scctors of the econony,

For any enterprise, whether co-operative, public or privete, a
monopolistic situation may easily lead to inefficiency, UNever—
theless, in ncither of the mentioned forms of economic entor—
prise can a monopolistic situation be excluded, but there will
be situations when it-is bound to exigst. Thc inefficient use
of available means is, therefore, something that may be found
in any community, and which we must learn to obscrve and be on
our guard against.

This easay is not mainly dealing with co-opcratives working in a
competitive situation, If they are efficient, they will remain
working and be of grgat importance both to the members and the
public cconomy, if they are not successful cither something must
be done to improve their performance or thoy shall gradually
disappear,

The problem of covering a major part and up to 100 pet cent of
the markct mostly concerns the producer orproduction co—opera—

——— e

thG’ and partlculcriy the ogricultural co—operatives.

As soon as e.g. successful marketing co—operctives cover come
75 per -cent of the poteustial membership, it is necessary to
consider how the remainder shall market their produce., The
natural thing is then either to persuade them all to join the

. co~operatives or to introduce the single-—channel merketing

system.
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To achieve efficiency in a co~operative socicty, we stress
the importance of cducction of staff; committce members and
members and also the rood i undors tandlnn and joint cfforts of
these threc groups. This is not the place to cnter into
details on co-operctive cducation; only to underline that it
must be diversificd and practical. Loyalty of the members is
onc of the keys to co-operctive efficiency, but to bhe loyal,
members must be well informed and feel that their views and
propositions arc scriously considered by the management.

It is generally agrced that smooth communicetion Betwcen staff,
committcee members and members is very important for co~opera—
tive efficiency, but to achieve this it is often good to survey
the democratic orgnnisction of co-operatives. The organisation
of large primerics ond of secondary societies is often improved
if indirect democracy is applicd.

Another important espect is the performance of the Committec,
or Board of Dircctors, For them to strike the balance between
the staff and the membeors is not casy. To show good judgment
in all situations cither colls for cxperience or for studies,
In the rurel arcas of Last and Central Africa, not much exper—
icnce can be drawn from the work of other socicties or clubs
and very practical study material must, thercfore, be worked
out and studicd to guide the committce members,

The routincs of the co-~operatives are; of course, decisive,
Usually thore hos been too littlo work on accountancy systoms,
for various types of co~operctives and for the primariocs and
socondaries of each type.

All routines originate from the accountancy system used, aleo
control, supcrvision ond sudit.

We are prepared to give the members a decisive influence on
all the affairs of the co—oporative, through the general mecet-
ing and through the Cormittce,

gtrangely cnough, we have not given the members a corresponding
influcnce on control, supervision and audit, This is carricd
out by the staff of the Co—operative Department and audit even
somotimes by private firme,

It should be possible to clcct layman auditors or an auditing
committee at the Annual Gencrzl Mecting and to let those
ﬂudifgfgwdo some of the time—consuming ticking, to rcad
minutes as comporcd to the requircements of the bye—laws cte.
This is not to suggest that the presont system for control,

et¢: could be replaced by such layman cuditors, but it is good:—

(a) to install an clement of nembers' control, and

(b) to relieve the CD-gtaff from somc of the routines jobs,
they can be of better use in advising on managencit,
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13, Increased govermment control and supervision of co-operatives
may not improve management and cfficicncy, It could cven make
informction within the socicty morc difficult and cousc sus—
picion, Drostic measurgs orc necessary and justificd in cascs
of mismanggenceni gnd misusc of funds, but we arce intercgiod in
the preconditions for the smooth and cfficient runniig of co-
operntives,.

14. Iloving established the cdveational institutions, suitoble
' routines cnd other infragtructure to cnrble the co-operatives
to work as for as possible on their own within o piven frame,
the Co~operative Department will gtill hove to provide (g system
for) control, supcryvigion and sudit, However, this should not
be regorded ag the moin runction of the Department,

Qi
Lo

15,  Advice on mancgomont, assistance to co~eperctives in improvement
' of prescat activitics and plomning future developient is a

paranount task in qn cxpending cconomy,. This includes the
provision of modecle for rulii-~purposc societics and unions and
for noticnal orgeonisations, Shart of o coreful planning to
allow tho co-opcratives to play their constructive role in an
expanding commmnity, the Co~operative Movement may be loft -
bechind,

- Thus, the key-word is not supcrvision and control, but management,

233H6S (061)
| € R b
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ICA RBGIONAL SEMINAR FOR SENIOR DEPARTMENTAL OFFICERS
LUSAKA, ZAMBIA, 30TH OCTOBER ~ ATH NOVEMBER 1972,

SUMMARY OF PROCEEDINGS

1, The above Seminar which was attended by Senior Officers and heads
of Co—operative Development Departments from Botswana, Ethiopia, Kenya,
Mauritius, Swaziland, Tanzania and Zambia (see appended List of Particie
pants), was held at the Ridgeway Campus of the University of Zambia,
Lusaka.

"Effective Supervision as a Means of Achieving Increased Efficiency in the
Performance of Co~operatives" was the theme of the Seminar following an
expressed need in the Region for the provision of a forum a} which high
level personnel from the Cosoperative Departments in the Region could
discuss the various powers of inspection, supervision and control vested
in the personnel of Co—operative Development . Departments under
ocurrent legislation enforceable in their various countries, This broad
theme also sought to examine critically but constructively the effective-
ness or otherwise in the enforcement of these duties and responsibilities,
with the aim of recommending possible improvements,

2. OPENING:

The opening ceremony wWas performed on Monday, October 30th at the Water
Affairs Offices of the Ministry of Rural Development, Lusaka, by the
Honourable Mathew Nkoloma, MP, Cabinet Minister in the Ministry of Rural
Development, under which the Department for Co—operative Development in
Zambia falls, In his opening address, the Minister emphasised the need
for continued effective supervision, education and training, the lack of
which attributed to failures in the development of Co-~operatives, The
Opening Ceremony was also attended by Mr, S, Mwamba, Director of Co=
operatives in Zambia and Senior Officers from his Department,

After the opening ceremony, the Seminar commenced its sessions at the
Ridgeway Campus of the University of Zambia, under the Chairmanship of
Mr. Dan J. Nyanjom, Regional Director, ICA Regional Qffice for East and
Central Africa,

The preliminary seminar programme prepared earlier by the ICA Regional.
Office was reviewed by the participants, who generally approved its
substance and relevance to the theme of the Seminar in the light of
existing conditions in the various countries represented in the Seminar
(see appended copy of the Programme),

3. THE COOPERATIVE MOVEMENT IN ZAMBIA The topic was introduced by

Mr, Mayungano, the Registrar of Co-operative Societies in Zawbia. The
Seminar noted the concerted efforts that had been made to develop Co-
operatives in Zambia -~ particularly in the post-independence period when
the movement had assumed a significant role in the Social and economic
development of -the country, Mr, Mayungano also enumerated the various
problems that were being encountered in the supervision of Co-operatives,
and meaBures that were being taken by the Department in counteracting them,
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Tt was noted that with the establishmert of a Go-operative Planning and
Research Team and the introduction of* "Mobile Education Units the
Departﬁent was on the way towards minimising problems of efficieney in
the Co~operatives, The new simplified accounting system currently under
review was also another effective measure in this direction,

4, . IPVICIEICY IN CO-OPERATIVES: A lecture was given by Mr. Arne Holmberg,
Senior Go—operative,Planning Officer in the Department of Co-~operatives,Zambia
He.présented a paper which attempted to dofine efficiency as applied in
Qo~operatives, and outlined some of the factors that led to the efficient
running of a Co-operative. This was followed by an interesting general
discussion which w=p pontred mainly on the highly debateble subject of

®the criteria for determining the efficiency or otherwise of & Co-—operative",
The seminar noted that this topic had been discussed in previous international
conferences and seminars -~ the latest being one held in Nairobi during
December, 1971, under the:topic entitled "Efficiency in the performance of
Co-operatives”, The Regional Office was requested to distribute to the
participants copies of the report of that Seminar when ready.

5e " COUNTRY REPORTS: An appendix of the Staterients 'and Country reports
presented by participating countries is attached,

6. CO~OPERATIVE LEGISLATION AND EFFICIENCY: The topic was introéduced
by Mr. Nyanjom, followed by a discussion on the enabling Acts & Rules of
the various countries and the extent to which these were being enforced,
After a thorough examination .of the Co-operative Acts and rules thereof,
the Seminar noted that:

6.1 Although in somé countries the Acts did not provide for intervention
powers, this did not render the Co~operatives deficient, On the contrary,
the. exercise of such powers in some countries might dispirit members of
democratically owned and controlled institutions, The inclusion of such
powers therefore was very much contingent upon whether they were actually
negded,

6.2 Where the Department was compelled to.suspend an erring Committee of a
Co~operative, and a caretaker one appointed, the latter should preferably

be exclusively composed of bona fide members of that co-operative and not
non members as it were the case in Kenya, h )

6.3 On the whole, it was foupd that Co-operative legisiation in the
countries represented in the seminar was similar in most respects,

Te THE ROLE OF THE DEPARTMENTS IN .PROMOTING EFFICIENCY

A detailed discussion was carried out during this session, and participants
ideﬁtified‘and listed- the following areas in which the Departments should
make_concerted efforts in order to achieve increased efficiency in the
running of ﬁhe;eo—operatives:

=.: Supervision i

« ‘Inspection

~ Control

~ Advice

~ Education and Training )

~ Management (within the Department and

the Movement), e
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8. THE USE OF INSPRCTION REPORTS: The seminar studied two Inspection

Reports tabled by Tanzania.and Kenya, and discussed how properly conducted
inspections could contribute to effective supervision, The following !
improvements were suggested, with the aim of achieving a standard '

Inspection Report:~

8,1 An Inspection Report should be designed and used primarily to keep
those in the Department and the Movement informed about the vital aspects-
of the Society's business, e.g., its flow of trade, financial positidnj etc,
and should also cover any common and easily detectable malpractices in the
sociely =~ such as thefts, pilferages, etc.

8.2 It should show the actions of the Committee ~ e.g. implementation of
. reconmendations passed in meetings, their regular attendance of meetings,
v etce

8.3+, The Rgport should include a special column for any instructions from
the Department to the Movement,

8.4 It should be able to show whether the reporting supervisor has actually
been doing his work properly.

8.5 As the supervisor's functions are not confined to audit work, the
Ingpection Report should also show the other activities of.the society
which he is supposed to inspect ~ e,g. credit schemes, education and
tralnlng programmes within the society, efc., and generally present a
cross section of the society's activities. (ICA to asgist in designinhg
a standard inspection Report.... see Resolution One)

9. UNIFIED ACCOUNTING SYSTEM (THE KENYAN DXPERIENCE): A paper on the

Kenyan Unified and Centralised Accounting System was presented by Mr. R.S. Sainij
Deputy Director of Audits, (Co—operatives), from which the Seminar made the
following observations:~

9.1 The Movement had assumed a positive attitude in implementing the new
system although there were indications that the cost of stationery was
comparatively high,and, at times, too much to bear ~ partiéularly for the
smaller Societies,

9.2 The system was simple enough for anyone to learn, and did not -call
for high qualifications in accountancy for those who were implementing it.
This did, not however render thorough training dispensable for those who
were using it. In fact, the system was already being taught at the
Co~operative College of Kenya and a manual on its application had been
produced, "Implementation Teams" had been formed in the provincess

9.3 The system seemed to speed up Bookkeeping, and it was hoped that on
the long run it would be mechanised so as to promote increased efficiency.,

9.4 Although the system facilitated the compiling of statistics, there
wag a need to put such statistical information to some practical use = e.g.
a comparative analysis of the Society's development irend, etc, It was
emphasised that statistical data served no purpose if it were not
interpreted into a practical and informative form.

After this presentation of the Kenyan experience, the Seminar entered
into discussions on the subject of Unificd and Centralised Accounting
systems, It was noted that:~- ;

9,6 Tanzania had its own system that had been used for years, Statistics
were also being compiled and put into practical use,

i



9.7 In Zambia & new system was being formulated which although based
on the old One, was on the 'same lines as the Kenyan System. There would
be Provincial Centres from where the system would be operated, It was
pointed out however, that this system was experimentalaand that its
usefulness or otherwise would only be proved by time and experience.

9,8 The rest of the countries had not changed their systems.

9.9 Nearly every country represented in the Seminar had a backlog of
unauwdited aocounts - some of these dating back to 1965, Although such
a problem could be more rightly attributed to lack of competent accou~
nting and -auditing persomnel rather than the system in use, the availa~-
bility of a simplified, unified and standardised accounting eystem
could possibly help solve the problem.

9,10 A simplified and unified accounting system seemed to be intere-
sting but it needed to be studied further before it could be adopted.
Asked whether the ICA could carry out further studies of this system,
the Chairman informed the Seminar that the ICA Office had a Working
Party on Audits, Accountancy and Statistics which carried out such
studies, but it had been disbﬁpded by the Co-operative Commissioners
of Eagt and Central Africa for having outlived its purpose. (See
Resolution Two: Request for reinstating the Working Party).

10, SUPERVISION IN THE CEANGED MULTIPURPOSE SITUATION

10.) Tangania: The Ujamaa Co-operative was a clear example of a
multipurpose production-oriented co~operative., It was a complex
establishment embracing almost all activities fulfilling thé needs of

a Community, such as production, marketing, consumer shops, transport,
savings and credit services, educational programmes, etc. The promotion
:@nd development of these Co-operatives was not left to the Department of
Co~operatives aloney it called for an integrated approach which also
involved other Government Departments and institutions. ! ’

10.2 Kenya: The development of production oriented/multipurpbse Co~-
operatives had been a bit slow owing to the fact that 'in the past these
had been based only on the framework of the existing marketing Co-—
operatives which had a few other functions apart from matrketing of
agricultural produce. Over the years however, these marketing -
co-operatives had added onto their functions a variety of services —
among which were the provision of agricultural development loans,
supply of farm requisites, transport, insurance etce

The concept had also -developed to wider dimensions, and of late a number
of production oriented/multipurpose Co—~operatives had emerged. Examples

.. of these were the Settlement fo-—operatives involved in actual production,

marketing and a variety of other services., There also existed. a Production

Credit Schemeé through which agricultural development loans were channeled
to the Co-operatives. Here the role of the Department was to assess the
needs, advise the members on the utilisation of the loans, supervise the
loan applications and co~ordinating of surveys with other Departments.

The Co-ope;ative Development Centre in the Sugarbelt of Kenya was a shining
example of the practical application of this oconcept. In this area, a
Irototype production oriented/multipurpose Co-operative gystem had been
developed, .catering for almost every neéd of the -community, with activities
ranging from collective farming and produce marketing to medical facilities
and literacy classes. The Co-operative Department had spearheaded this
development.,. ' : -

¥ . Do
10.3. Zambia: The new Government Folicy was to form multipurpose/production
oriented co-operatives hence the Amendment of the Co~operative Act to accom-
modate this concept. The Regional Block Farming Co—operatives at Kafulafuta
and Kafubu in the Copperbelt Province were an instance of the attempts being
Bade in this direction. The Research Team get under the Co-operative
”rﬁwartment, had among its terms of reference, the task of exploring the
"ﬁﬁhaibilities of developing and strengthening this new form of co-opexratives.
81 Bye—laws were already being worked oute
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10.4 Plenary discussions then followed leaning mainly on the role of
Supervis%on in these co-operatives, It was generally accepted that
supervision remains the same whether it be in multipurpose or single
purpose co-—operatives, although it should be emphasised that in the
formex :casc planning should be intensified,

1045 The Seminar was informed that the cntire subject of Multipurpose
. Co~operatives would be dealt with thoroughly in a Seminar to be organised

by the ICA Office during 1973,
1ls RECRUITMENT AND TRAINING The Seminar discussed the training programmes
for Departmental Personnel in the various countries represented in the
Seminar, These were briefly outlined as foliows:—

1

11;1 MTanzaniag

Basic Entry Requirements: School Certificate Ordinary Level or equivalent,
with passes in mathematics as compulsory. New entrants assumed the position
of Trainee Co-operative Inspectors and underwent four months field

training while taking co-operative studies by correspondence course from

the Co-operative Education Centre, Moshi. This was followed by a three
months practical and theoretical training at the Co-operative College, after
which they worked in the ‘field for four months beforc going back to the
College for another six months course, The most advanced course offered

by the College lasted for eighteen months and was attended by both the
movement and Department- personnel, On successful completion of the course
students were awarded Diplomas in Co~-operative Management, Those from the
Department ‘were placed as Co~operative Officers. Grade IIIL.

11,2 Kenya: School Certificate — ordinary level, was the necessary entrance
qualification, The new recruits assumed the position of Co-operative
Assistants, After a period of familiaris&tion field work, they were sent;

to the Co~operative College for a three week Induction Course after which
they worked in the field for a period of time before being sent back to

the College for a threé month course, Advanced course in co-operatives

were offered at the Kenya Institute of Administration.

11.3 Zambia: New entrants assumed the position of Co~operative Assistants.
.After one year of field work, they underwent a three month training. A
‘pine momth Progressive Course in Co-operatives was being 'offered at the
Evelyn Hone College of Applied Arts and Commerce, As there Was no
institution for advanced Co-operative Studies, .Officers were sent for such
studies outside. the country.

In the future, co-opcrative studies would also be conducted at the Presidentts
Citizenship College where a Department for Co-operative Studies was to be

set up. The Swedish Co~operative Research and Planning Team had also
proposed to set up a Co-operative College in Lusakas

For recently recruited graduates, they had to work in the field for sometime
before being placed ifh charge of any distriet or Unit.

11,4 Ethiopia: At the moment, short courses were being held,at the
Co-operative Training Centre in Awassa, Officers were receiving their
intermediate and advanced studies outside the country. C

711,5 No %raining institutions for Departmental Officers were known to
exist in Mauritus, Botswana and Swaziland.

11,6 The case of Officers leaving the Department for better paying jobs
elsewheré had béen -experienced. in some countries, To minimise such
tendancies, the Kenya government intended, as an incentive to give salary’
increments to those officers who proved deligent in performing their duties,
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11,7 It was generally felt that ihefe-sas & need -for the senior
Dapartmental Officers to.help their. subordinates - particularly the
nawly recruited officers - buildup a career within the Department,
o bgiadvising, encouraging and taking an interest in thg;r'work. To
s1% them develop positive attitude towards their career, it was
#ary that they worked under favourable conditiqns where their

- gf¥uits were being appreciated by their superiors and their struggles
. pewarded. :

' 11.8 Tt was further felt that there ‘was need for creating systematic

TW”ﬁmgaer development programmes for the-Departmental personnel - aiming
at giving them security of employment, incentives and opportunities within

" ‘4he Depsrtment, Such exercise should, preferably be tied up with the
national co-operative education and training programmes, (See Resolution

. T¥: ICA 16 carry out research into educational and career development

- pr?gramme.) v
© .12,  RELATIONSHIP-EETWEEN THE DEPARTMENT AND THE MOVEMENT:

;i
: It was noted that there wére satisfactorily good relationships
between the Departments of Co-operatives and the Co-operative Movements
in all the countries represented in the Seminar. It was emphasised that
this relationship should be sustained and that any tendencies likely to
' strain such relationship should be avoided., (See Resolution Five!call-
for Closer Cooperation between the Movement and the Depa;tment)

Beriad

13. CONCLUSION: 1In winding up the Seminar, a summary of the prégeedings
and the resolutions passed tioraim wore reacd out tco the participantoe

14, CLOSURE:

The Seminar'was'offibially closed on Saturday 4th November by Mr, Willima,
Poromnent Secretary in the Zambian Ministry of Rural Development, The
olosing ceremony was also attended by Mr. S. Mwanba, Director of Cooperatives
in Zambia, " ’
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RESOLUTIONS PASSED BY THE ICA REGIONAL SEMINAR FOR

SENTOR DEPARTMENTAL OFFICERS ON "EFFECTIVE SUPER-

VISION AS A MEANS OF ACHIEVING INCREASED EFFICIENCY
zN THE PERFORMANCE OF CO~OPERATIVESY.

We the participants representing six African countries ‘and the Island of
Mauritius, attending the ICA Regional Seminar for Senior Departmental
Officers under the theme "Effective Supervision as a Means of Achieving
Increased Efficiency in the Performance of Co-operatives'", do hereby
RESOLVE as follows:-

RESOLUTION ONE * We REQUEST the ICA Regional Office for Fast
and Central Africa to carry out a comparative
study of the various Inspection Report forms
currently in use in the different countries
of the Region with a view to formulating a
standard Inspection Report for possible adop-
tion by all the countries represented in the
Seminary

RESOLUTION TWO % ‘We REQUEST the Co-operative Commissioners of
Bast and Central Africa to reinstate the ICA
Working Party on Accountancy, Audits and Sta-
tistics as it still has a useful role in the

" Region, and that when revived, this Working

poo ) " Party should eleVate its role to meet the pre-

N _vailing needs in the field of Accountancy,
Audits and Statistics; )

RESOLUTION THREE ¥ We REQUEST the ICA Regional Office for East
o : and Central Africa to carry out a study on the .
training programmes currently in use in ‘tHeé
Region, and explore the possibilities of
‘equipping the Departmental Supervisory persots~
nel with better skills and abllltlea for the
perfarmance -of their duties;

RESOLUTION FOUR * We OBSERVE and EXPRESS the urgent need for
every country represented in this Seminar to
formulate a career development programme
providing for favourable terms and conditions
of service for the supervisory personnel so
as to give them incentives for a more effec~
tive performance of their duties, such programme
to embrace also clearly stated career develop-
ment opportunities within the Department;

RESOLUTION FIVE * We URCE for increased good relationship between
the Departments of Co—~operative Development
and the Movement, and CALL FOR co-operation
and co-ordination between the two parties when
planning and when formulating various policies
involving the development of the Movementsj

RESOLUTION SIX ¥ We DRAW THE ATTENTION of the ICA Regional
Office to the five observations made at the
end of the Tanzania paper presented to this
Seminar, and REQUEST the said ICA Regional
Office to initiate a research into the
reasons underlying these observations, as it
is our considered opinion that these obser-
vations call for a careful study.

Iusaka, 4th November, 1972



APPENDIX I

ICA REGIONAL SEMINAR FOR SENIOR DEPARTIENTAL OFFIGERS,
LUSAKA, _ 30TH OCTOETR, — ATH NOVEMELR, 1972.

PROGRAMIE
MOITDAY
30/10/72 -~ 09.00 Official Opening
10,30 The.Co—operative movement in Zambia.
11.30 Lfficiency in Co—operatives
~ Arne Holmberg
14,00 Country Reports: "Problems of supervision"
] - Kenya, Tanzania, Lthiopia, Mauritius.
15.30 Plenary Discussion on Country Reports.
TULSDAY .
31/10/72 - 08,3C The Co—operative Acts and ’"f‘flc:Lency.
. - Short Introduction
10,30 Plenary Session on “Co-—operative Acts.™
11.30 The Role of the Department in Promoting Lfficiency
— Short introduction by Dan IIJa.ngom
— Plenary Discussions
14.00 Plenary Session on "“The Role of the Department
in Promoting Lfficiencyt.
15.00 The Application of a Comprehensive Inspection
Report and its Contribution to Efficiency.
— Presentation of Tanzanian and Xenya Case
studies
— Plenary Session
ITEDNESDAY
01/11/72 08.30 The Rolk of Unified Accounting System in
Promoting Efficiency - Kenya Case Study.
10,30 Plenary Session
11,30 Supervision in the Changed NMultipurpose
Situation
~ short introduction by Dan Nyanjom
14,00 Plenary Segsion
15.00 Advice, supervision and control:
— their relative role in promoting Efficiency.
b
THURSDAY
02/11/72 Whole day: Study Visit to Co-operatives in the Copperbelt.

LAY S V0 | g



FRIDAY
03/11/72

SATURDAY
04/11/72

1 08.30

09.30
10,30

" 14,00

08,00 -

09.30

he Supervisor: Recruitment and Training

The Supervisor: Incentives anhd liotivation

Plenary Session: Recruitment, Training,
Incentives and liotivation.

Relationship Between the liovement and

Departmental Staff (in the light of efforts

to achieve efficiency). ‘
~ Plenary Session.

1

— Summing up
- Conclusions
= Recommendations

- CLOSURE 3
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ICA RLGIONAL SEMINAR ¥FOR SENIOR DEPARTMENTAL OFIFICLRS

ON

"LITECTIVE SUPLRVISION AS A MEANS OF ACHILVING

INCREASED EFFICIENCY IN CO-OPERATIVES®
LUSAKA, ZAMBIA, 30TH OCTOBER - 4TH NOVEMBER, 1972

BOTSWANA :

BTHIOPTIA @

a1 B e s s

KENYA 3

MAURITIUS:

\

SWAZITAND:

LIST OF PARTICIPANTS

Mr, J. GAETSALOE,

Assistant Registrar of Co-operative Societies,
Department of Co~operative Developmentd,

P.0. Box 86, GABERONES.

Mr, Ato Yoseph Damissew,

Senior Co-operative Officer,
Department of Co-operatives,
P.0. Box 2056, ADDIS ADABA,

Mr. J.J.M, WANYONYTI,
Deputy Commissioner for Co-operative Development,
P.0., Box 40811, NAIROBRI.

Mr. R.S. SAINT,

Assistant Dlrector of Audit (Co- operatlves),
Department of Co-operative Development,

P.0. Box 40811, NATIROBI.

Mr, J.B. HOMANYIL, _
Assistant Commissioner for Co-operatives,
Department of Co-~operative Development,
P.0. Box 40?11, NAIROBI.

Mr, H. Ramdin, '

Registrar of Co-opecrative Societies,
Ministry of Co-operatives and Co-operative
Development,

c/o Ramphul Building, PORT LOUIS.

Mr. J.H.M. MUKHONZA,

Lo—-operative Offlcer,

Department of Co-operative Development
P O. Box 526, MBABANE,



TANZANIA @

ZAMBIA ¢

ICA OFFICE:

32H:65 (061)

| CA

Mr. V.E. KOMBO,
Senior Ujamaa and Co-operative Development
Officer AND Assistant Registrar of Co=~operatives,
Prime Minister's office,

P.0., Box 3021, DAR ES SALAAM.

Mr, V.P. RUGALEMA,

Ujamaa and Co-operative Development Officer,
Prime Minister's Office,

P.0., Box 3021, DAR BES SALAAM.

~

Mr. B.X. ZEGGE,

Ujamaa and Co-operative Development Officer,
Prime Minister's Office, -

P.0, Box 3021, DAR ES SALAAM,.

Mr. E.N. MUDOGO,

Ujamaa. and Co-operative Development Officer,
Prime Minister's Office,

P.0. Box 3021, DAR ES SATAAM.

Mr. E.XK. MAYUNGANO,

Registrar of Co-operative Sociecties,
Department of Co-operative Development,
P.0. Box 1229, LUSAKA,

Mr, V.M, ILUBASI,

Provincial Co=operative Officer,
Department of Co-operative- Development,
P.0. Box 176, CHIPATA,

Mr. B.L. PHIRI,

Provincial Co—operatlve Officer,
Department of Co~operative Devclopmcnt,
F.0. Box 186, CHOMA,

Mr. L.M. SICHALWE,
Provincial Co—operatlve Officer,

Department of Co-operative Development,
P.0. Box 32, .KASAMA.

Mr. Dan J. NYANJOH,

Regional Director,
ICA Offlce for East and Central Africa,
P.0. x 946, DMOSHI, Tanzania.

Mr. Sam P. MSHIU,

Training Officer, - '
ICA Office for East and Central Africa,.
P.0. Box 946, MOSHI, Tanzania.



