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A R E W I E W

ISIBQgHQ?IQM

'f'he ideology of Cooperation "believes that 
labour is more important than capital. The

Cooperative Movement was advocated by the people who 
believed in the supremacy of human beings, their quality and 
uniqueness. They also believed in a world of brotherhood 
and justice. Robert Owen tried to create such a community 
in his own country. The Cooperators were the first who intro
duced worker participation in management and sharing 
benefits long before the capitalist companies introduced such 
a principle. In short, the Cooperative Movement started 
with the working class movement.

With this background it should be possible to 
provide equal status to employees or workers of 

the Cooperatives to find their work satisfaction and individual 
development within the Cooperative Sector. It should also 
be possible to integrate organisational interests with 
individual interests for more economic and social achievements 
in a Cooperative Organization provided the principles are 
practiced properly.

ABBREVIATIONS: CEC Cooperative Employees Commission
NCC National Cooperative Council of Sri Lanka 
CMSC Cooperative Management Services Centre.
CCD Ss RCS Commissioner of Cooperative Develop

ment & Registrar of Cooperative 
Society.



-2-

Managers are concerned about financial, and 
product planning but not as much about human 

resources planning & development. However, it has become 
more important now with more emphasis on human behaviour 
and social awareness. Human element has outrun the mechine 
element after behaviourist's theories came into existance.

However, this does not mean that the subject of 
Manpower Management is isolated from the total 

Management process. It is an integrated component of a 
total Management System.

The subject of Manpower planning an even 
Manpower Management has a quantitative bias and 

statistical approach in practice. Therefore, it is 
necessary to emphasise that the subject would be discussed 
on the basis of the involvement of human participation in 
managing and developing a Cooperative enterprise.

It is also assumed that the Manpower Management 
is an integral component of the total Management

process.
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The problem we have to deal with is how to manage 
the human resources keeping phase with the changes 

in the enterprenurial situation. The skills that are 
required to be utilized may also change with the other 
developments. The Cooperatives in Sri Lanka today has 
faced with this problem more than ' ’ scarcity of labour.

The objective Manpower Management or Human resources 
Management have been defined as to ensure the 

use of Manpower of an institution to the maximum efficiency 
in order to achieve the objectives of the organization 
while providing for material and psychological satisfacton 
for the staff members. The managers are the persons who 
manage human resources. Normally it is doen by the persons 
within the organisation. Any outsider or outside 
agency could play a limited role in Manpower Management 
other than participating as helpers. The subject would be 
handled with this hypothesis.

The presentation is flpne on the basis of micro 
level human resources Management.. That is to say 

that the scope would be limited to the Cooperative Sector. 
National level or mAcro level human resources Management 
would be very much wider and some hat irrelevant here 
although it is one integrated subject which has many 
interdependent components influencing the human resources 
in the Cooperative Sector.



CONCEPT OF MANPOWER MANAGEMENT

Any comprehensive Manpower Management System should 
consist of j.

a. Manpower forecasting & Planning System.
b. Manpower information (data) system.
c. Manpower control & development system.

Manpower planning has been defined as bearing the 
right number and the right kind. of people at the 

right place , and at the right time, doing things which 
result in maximum long term benefits for both the organisa
tion and individuals. The subject has been subjected to 
various definitions but this definition, formulated on the 
basis of recent development in field of behavioural 
science, lead to a more meaningful role of individual in 
the cooperative environment. The individuals increasingly 
demand this with argument that they spend their 1i'fĉ

in the organisation. Manpower planning is essential to the 
health and growth of organisations. There are many models 
which have been tried in the field of Manpower planning. 
However, the common steps described in such models are:
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1. The investigation stage which looks at the current
Manpower in the organisations, its opportunities
and problems, the external environment and working

i t
practices and the organisations financial and 
marketing intentions.

•2. The forecasting stage which deals with demand for
janpower and supply of that anpower.

3. The planning and controlling stage concerns with
turning forecasts into personnel policies to 
recruit train and develop. The Planning should be 
flexible and cohesive and the policies should 
be interrelated.

;!+♦ The utilisation stage concerned with the final
achievement Of organisational objectives which are 
measurable through costs , productivity or 
services to the customer.

John Bramham has illustrated the planning and 
forecasting system as indicated in. the figure:

* John Bramham - Practical Manpower Planning-Institute of
Personnel Management London- 1978 P. l6
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A FRAME WORK FOR MANPOWER PLANNING.
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The Manpower information system is an integral 
component of the total-manpower management process 

which is very much active in monitoring the process. The 
nHsmpower management has "become more complex due to many 
factors. The society and the company environment is 
changing rapidly which demands regular review of the 
manpower situation. Therefore, managers should have an 
efficient m'anpower information system in order to keep upto 
chaagea. He has to anticipate changing perspectives 
and problems.

Manpower information system should deal with two 
environments:

1, Internal environment
2. External environment

Internal environment deals with the situation wi^h 
in the organisation where as external environment 

deals with th<* public education trends, labour market, 
unemployment, economic and political changes and marketing 
and financial information.

Comprehensive manpower development system involves 
several components.



1. Career planning & Development
2. Motivation.
3 . Job enrichment.

The manpower planning looks at the planning from the
organisations perspective and career planning from

1
the indiVidu&lg'p^fspective. Manpower"planning is & . 
demographic process. Career planning involves programmes 
and actions which deal with an individuals n eeds, 
abilities aspirations and goals in a competitive social 
and business system.

Manpower development involves the subject from
apprenticeship or cadetship, on the job and job 

specialized "training to training for supervisory and i 
managerial grades with sufficient development opportunities 
in t the employees structure. Any logical development 
should not only have training aspects but also career 
development opportunities for the individual according to 
his aspirations within the scope of the organisation.

The experience of Sri Lanka would be analysed with
the above concepts.
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HISTORICAL PERSPECTIVE OF 
MANPOWER MANAGEMENT IN SRI LANKA

Cooperative Development in Sri Lanka has been a slow
process over a period of 75 yiars. It has been a 

simple village level small cooperative society. The 
Cooperative Movement for a long time did not face the 
complications of a large company with a big workforce. It 
remained a service organisation primarily. The societies 
were managed by voluntary members as a honorary service 
for a long time as in the case of Rochdae Pioneers Coopera
tive Society.

However, with the major responsibility given to
Cooperatives in the National Developmett process in 

1970, i.th'e whole Movement was subjected to a reorganisation 
in 1971-72. The complexity of staff Management was felt 
with the amalgamation of Cooperative Societies which resul
ted in sudden integration ■ofhundreds of. staff members in 
different levels. With the introduction of Cooperative 
Employees Commission in 1972 an attempt was made to introduce 
the Manpower Management to the Cooperative Sector which 
led to many controversies from the organisations as well 
as employees. The constitution : 0.f the Commission under a 
seperate legislation replaced many of the Labour laws and 
labour regulations in the country. Even the Labour Tribunals 
were replaced by bodies set up under the Cooperative Employees 
Commission Act. The Cooperative Employees Commission took 
over the manpower management function from the base coopera
tive organisations.
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A systematic approach to trianpower planning and 
development was Aade after a survey undertaken 

in 1981 through a Rational Workshop on Cooperative 
Training Policy and standards in 1982.

Cooperative Development in Sri Lanka today depend^ 
very much on the efficient functioning of large 

Multi Purpose Cooperative Societies. With the introduction 
of free trade policies by the Government and withdrawal 
of rationing scheme which resulted in termination of 
monopolies enjoyed by the Cooperatives. The Cooperatives 
have to evolve a strategy of dealing with the new challen
ges. The analysis in the survey has shown that the 
inability to face the competition is mainly due to incompe
tence of the staff and the leadership more than the 
other external factors such as political and other influences. 
A survey conducted by the Peoples Bank in 1978 reveals 
the following facts;



FACTORS HINDERING DEVELOPMENT WORK OF 
...... COOPERATIVE SOCIETIES.......

FKCTORS No. of General Managers
who placed the respective 
factors in order of 

........................... importance.............
1 2 3 It

1. Inadequancy of capital 10 1 1 2

2. Lack of interests of members 9 11 3 -
3. Lack of qualified managers 8 6 7 2
k. Overstaffinm 2 3 7 -
5. Shortage of goods 1 • - 3 ■ -
6. Legal problems - 1 - -
7. Risk & instability ' - ■ *t 1 -
8. Carelessness of board of

management 1 ■ - - ■ -
9. Other factors ■ - 1 ' - ■ —

The presentation would be done in the light of 
this back ground and on the basis of the concepts 

explained. Historical perspective cannot be forgotten in 
order to find logical and realistic strategy to deal with 
future demands. In a way it would justify the present gap 
between the reality and the challenge.

* Cooperative Movement after reorganisation- Study paper 
Peoples Bank 1978
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The Cooperative Movement in Sri Lanka started with 
Ralffaisen type small credit Cooperative Societies 

at the village which did not have any paid employee. These 
societies still continue with the same structure. At 
present the number of credit Cooperative Societies are 1315.

Professional Shop Managers job was introduced *iwi'th 
Cooperative Stores Societies during Ilnd world war. 

However, the by-law treated the honorary chairman of the 
Society i. as the chief executive due to which the Manager 
did not act as a business manager in the correct sense. 
Normally a person from the village was recruited for the job 
with a poor salary. Any education or vocational training was 
not considered as an important requirement. However, the 
appointment was on a more contract basis and it was approved 
by the Assistant Commissioner of Cooperative Development for 
a period of t one year at a time.

The Manager was everybody in the shop. The Committee 
was responsible for the business and sometimes 

delegated its powers to the Manager^

The system had to be regularised and this arrangement 
was embodied in the by-law of the MFCS giving 

powers to registrar to appoint or dismiss a manager or an 
administrative secretary. The objective was for the
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Department 0# Cooperative Development to exercise a control 
over qualifications,recruitment procedures, ani to safeguard 
the interest qf employees from wrong dismissal. However, 
there were no unanimity on these procedures although it 
had effect on the unsatisfactory, situation of the Coopera
tive employees. The total number of managers by 1970 
(just before reorganisation) was 6582 and the total number 
of Cooperative Employees were 22797,*

However, the salary structure of the employees was
far from satisfaction in comparision to government 

or private sectors. There were no logical career development 
system or accepted manpower management practices. The 
School of Cooperation made a head way in trying to develop 
the employees by conducting a Diploma Course on Cooperative 
Accounting and Management in nineteen fiftees but gradually 
dropped it due to lack of response by the candidates and the 
cooperatives. The training was not integrated into a career 
development programme in the societies. The societies could 
not afford to release the employees for training. These 
courses were replaced by another 3 regular courses by mid 
fifties which were aimed at educating employees at 3 levels: ‘

* Administrative Report of the Registrar 0f Cooperative 
Societies 1970
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Course Level

Cooperative Employees Junior Operative
Level Certificate Course

Cooperative Employees Ordinary
Level Certificate course Supervisory

Cooperative Employees Higher
Level Certificate Course Managerial.

These courses were not integrated to the employees
career progression or career prospects. However, 

this position was corrected when the Cooperative Employees
Commission was formed in 1972. Until then the societies had 
the option to ignore the cooperative education the employees 
received. The influence over the societies by the Cooperative 
Department was not so effective in this respect.

Salary structure of Cooperative employees was a 
reflection of the scale of operations all the time. 

It had various types of scales depending on the turnover of 
the organisations. The cooperative service was insecure as 
th£ committees did not follow any procedures other than 
normal labour regulations in the country. The cooperative 
sector enjoyed special status with the Government more than
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private sector all the time due to which the employees did 
not n have much voice in their conditions. Therefore, 
the societies had unfavourable conditions for the employees. 
The only security the employees had was ith’e compulsory 
employees provident fund constituted under the labour laws.
The Department of Cooperative Development too had a limited 
say when it came to the dismissal of an employee.

There were few motivational factors observed in the 
societies before the re-organisation of cooperatives. 

Payment of bonus was possible under the by-laws of the 
MFCS but tvery few societies more able to do it. ^9.3$ of 
the main types of Cooperatives including the MPCSs were 
running at a loss at that time.*

Many alternative constraints prevailed for employees 
including arbitration procedures, disciplinary proce

dures and even securities to be paid. This resulted in 
less productivity, lethargy and management inefficiency.

There f was no need to introduce a micro level 
manpower planning and development systems due to 

the very uncertainly of small cooperatives and also due to 
the availability of unemployed labour force who have gone 
through secondary school although they were unskilled.

* Reorganisation of Cooperative Societies- A pamplet issued 
by the Dept, of Cooperative Development.
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'25l of the total labour force were unemployed. Another 
reason was ithat the Cooperatives were not growing enough in 
a free economy and also employing monopolies on the 
rationing scheme 'Of the country. Major portion of the 
business was under Government subsidy.

The change of Government after 1970 general
elections brought in radical changes in the National 

Development policies, Political philosopy of the Government 
was bent towards socialist ideas. The throne speach 
spelled out the policies "• in clear terms. The Government 
was to depend on the Cooperative Organisations for carrying 
out development plans in the agricultura, industrial, fisher
ies sectors in the production side.* The Cooperatives were 
to be the main consumer service for the country. Eventually 
they were to become development agents in the first five 
years plan of the Government$ ’feftiich was the first attempt 
was made to introduce macro level central planning for the 
national development. Government Machinery was set up under 
the central planning commission giving targets and demarcating 
definite roles to the public, private and cooperative 
sector .

* The throne speach- 1970. Hansard of the Parliament.
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Thfc Cooperative Movement was unable to play the 
major role over the private sector as expected, 

if it was not given sufficient strength by reorganising 
it. A I Royal Commission headed by late Dr.AF Laidlaw 
appointed by the previous Government undertook a comprehensive 
review of the movement and submitted their recommendations 
for a stronger movement by having large viable cooperative 
societies in plan of small village level cooperative 
societies.

The Royal Commission made specific recommendations 
to amalgamate uneconomic Cooperatives to become 

large primaries; more powers to the Movement for de-officili«- 
sation ; and to bring about professionalisation of 
management.

The Commission made recommendations to organise a 
unified Cooperative Employees Service. They 

recommended a central Cooperative Employees Service Board 
with district branches to regulate and upgrade the 
conditions of employment in the Cooperative Movement. They 
too recommended changes in the training structure in order 
to introduce more job specific training with career 
development prospects. However, there were no specific 
recommendations on manpower information system or manpower 
planning. The Board they suggested was not as the same 
when it was set up as the Cooperative Employees Commission
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in 1972. The proposal by some organisations was to set • 
up an organisation similar to the local Government service 
commission which should undertake recruitment, determination 
of terms and conditions of service, deseiplinary control etc, 
The commission felt that there should be a more organic and 
personal link between the Cooperative Society and the 
employees. They said "Cooperative Societies are always in 
a process of change and development and employees of a 
cooperative society have a major share in building up a 
society. In some cases the „• major duty of the employees is 
to start from scratch and gradually develop our organisat
ion with due regard to Cooperative principles and practices.
The task of an employee of a Cooperative Society is one 
which should give him immense satisfaction and a sense of 
achievement if he has made his proper contribution to the 
development of his society."*

The proposed Ceylon Cooperative Snployees Services
Board was not only to fun-ction as a central authority 

who formulates guidelines for recruitment, disciplinary 
procedures etc., but also to function as a recruitment agency 
for the Cooperatives. It was to operate a seperate provident 
fund for employees. They were also to advice on promotions 
consequently to undertake performance appraisals.

* The report of the Commission on the Cooperative
Movement in Ceylon Govt, of Ceylon- Sessional papers
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However, the Cooperative Employees Commission
foi-roed in 1972 under a separate act of Parliament 

slightly deviated from the recommendations given by the : 
Royal Commission. The constitution and the legal structure 
of the new Cooperative Employees Commission (CEC) was 
very much similar to that of Tanzania. It has also drawn 
experience from the local Government service commission of 
Sri Lanka and in some way ressemble the Public Service 
Commission.

The powers of the Commission are as follows:

l) The Commission shall have the following
powers:

a) To determine all matters relating to methods 
of recruitment to, and conditions of 
employment of employees of Cooperative 
Societies, and Jthie principles to be 
followed by such societies in making appoint
ments and in making promotions from one post 
in a Cooperative Society to another post
in the same society.

b) To conduct examinations for recruitment as 
employees of Cooperative Societies or to 
appoint boards of examiners for the purpose 
of conducting such examinations and to charge 
fees from candidates presenting themselves 
for examinations.



To determine the qualifications necessary for 
appointment to any such post, to fix the 
scales of salaries to be attached to any such 
post or posts in any class or grade, to 
revise or adjust such scales of salaries from 
time to time, in consultation with the 
Commissioner and to establish such Cooperati
ves- machinery as the Commission may deem 
necessary to assist in the determining the 
remuneration and conditions of service of 
Cooperative Employees.

To require Cooperative Societies to pay 
salaries in accordance with the salary 
fixed by the Commission of any post or posts 
in any class or grade.

To determine the procedure or procedures to 
be followed by an Cooperative Society in 
exercising its rights of disciplinary action 
against its employees, to call upon any 
Cooperative Society to complete disciplinary 
inquiries against its employees within a 
time stipulated by the Commission, and to 
hear appeals arising out of any disciplinary 
orders made by one Cooperative Society;
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f) To call upon any Cooperative Society to keep 
the prescribed records relating to employees 
of that society.

gj To call upon any Cooperative Society to furnish 
before a • specified date such files, other 
documents or information as the Commission 
may require in respect of any employee ofthat 
socifety.

h) To nominate a panel or panels of officers to 
make such inquires as are necessary on appeals 
that are referred by the Commission to such 
panel or report thereon to.the Commission,

i) To require any Cooperative Society to carry 
out such instructions, including instructions 
relating to reinstatement, as may be given
by the Commission in regard to any employee of 
such society, where the conduct of the employee 
has been the subject of an inquiry and the 
employee had appealed to the Commission against 
the decision of the society;

j) To determine the general principles in
accordance with wh^ch gratutity or other 
benefits may be granted to employees on the 
termination of their services;



k) To advise the Minister, in consultation with 
the Commissioner, in regard to the exemption 
of any Cooperative Society or class of 
Cooperative Societies from the operation of 
this act.

l) To exercise such other powers in relation to 
Cooperative Societies and their employees as 
may be vested in the Commission by order made 
by the Minister and published in the Gazette.*

COOPERATIVE EMPLOYEES COMMISSION 

■ VIS-A-VIS MANPOWER MANAGEMENT

In the absence of mfitcro-level Manpower planning and 
development in the country it is important to have 

alternative ways of providing that service through central 
bodies, . Various countries have established such bodies to 
help ' private as well as public organisations. However, 
such institutions are more bent on giving guide lines for 
personnel policies and helping the organisations to maintain 
thk competent staff.

* Cooperative Employees Commission Act No. 12 of 19?2 
Parliament of Ceyoon.
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The Cooperative Employees Commission o f Sri Lanka 
was constituted at a time when there was no manpow

er Management in the Cooperative Sector. There was a 
need not only to reduce anomalies in the salary structures 
recruitment and promotional procedures, but also to 
strengthen the Management competency of the newly formed 
large Multipurpose Cooperative Societies (MPCS)

Each MPCS at least had around 150 employees when they 
started. An elaborate Management structure was 

created with top management, middle management and other 
grades. {See the chart). This meant that there should be a 
proper personnel policy; career planning and career 
development for the employees. The Department oQf 
Cooperative Development was not geared to undertake such a 
task under its legislations. Therefore, the formation of 
the Cooperative Employees Commission was well justified.

There are some important features in the CEC Act, 
which influence the Management of staff in 

C ooperative Societies:
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The Commission enjoys powers in the 
determination of methods of recruitment, 
conditions of employment, principles to be 
followed in making appointments and promoting 
persons.

The Commission could conduct examinations for 
recruitment.

The Commission could determine the qualifications 
necessary for appointments and fix salary scales.

The Commission could manage the disciplinary 
procedure.

The Commission has powers of a labour tribunal 
on such matters as dismissal, reinstatement and 
deciding on compensation.

The Commission could effect transfer of 
employees from one society to another society*
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However, the important characteristic of the 
commission is that althdugh it administers the 

employment procedures the cooperative society becomes the 
employer. The arrangement has the possibility of creating 
contradictions.

In addition, the CEC Act provides for powers to the 
Commissioner of Cooperative Development to grade 

the Cooperative Societies for the propose of fixing scales of 
salaries and determine the grades or classes of the employees 
to be engaged in the society.

However, the C ooperatives are given freedom to 
employ experts, daily paid employees and employees 

on piece rate basis.

The industrial disputes act has been prevented 
from application in the Cooperative Societies.

The Cooperatives are expected to maintain in 
respect of every one of its employees the prescribed 

registers or records and enter therein all such particulars 
relating to each such employee may be prescribed. They are 
also expected to furnish returns or reports relating to its 
employees to the Commission.
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The Commission is appointed by the Hon. Minister 
in charge of cooperatives. However, any employee 

or past employee of a cooperative society or a member of a 
trade union within the cooperative sector or an office of 
a cooperative society and a member of parliament could 
not be appointed as a member of the Commission.

The Peoples Bank survey on the impact on 
reorganisation has assessed impressions of the Coop, 

fcmployees on the activities of the Cooperative Employees 
Commission. The Employees participated in the survey 
re-acted as follows

Service Conditions After the Appointment 
of Cooperative Services Commission

Aspect Improved/
Became
systematic

No. Change/ 
unsystematic.

Salaries 82 26

Scheme of promotions 77 186

Welfare facilities 162 87
Descipline 152 95
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The survey also highlighted the impressions of the 
employees subjected to survey as follows:

Service conditions after the 
reorganisation according to the 
Views of employees.

Service conditions No. Percentage

Better 157 59.9
No change 78 29.8
worse 27 10.3
Total No. answered 262 100.00

The survey also concludes that the appointment 
of the Cooperative Service Commission seems to have 

contributed towards the improvement of service conditions 
after the re-organisation*

* Cooperative Movement after re-organisation-study paper 
Peoples Bank - 1978.
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MANPOWBR PLANKING

The situation has been subjected to rapid changes 
since 1978• Free trade environment has brought in 

challenges to the Cooperative Sector which resulted in high
labour turnover and deterioration of the situation. It 
has also brought in new demands for Management efficiency in 
the Cooperatives. The Cooperative could not keep upto the 
inflationary situation in par with the service conditions 
for employees over which the Cooperative Employees Commiss
ion had limited or no influence.

It is necessary to consider the provisions, and the 
practices of the CEC Act in terms of the aspects 

of Manpower Management.

The efficent functioning of Cooperative Organiz
ations depends on the supply of efficient 

manpower, in the context of liberal economic situation 
in the country. This has become vital. The private 
sector has so far been able to attract efficient and 
qualified managers from the public sector. We have experi
enced a drifting of such manpower within the private 
sector more than a migration from private sector to public 
sector. The cooperatives experienced a serious problem 
of loosing experienced top level managers- specially 
young graduates to the public sector as well as to the 
private sector.
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The remedy lies with many conditions, one of which 
being the attempt to retain whatever resources 

the Cooperatives have. emoluments at least in par- with the 
general services of the Government Sector. However, the 
Cooperative service cannot adopt procedures of a government 
because of the governing factor being the ability to retain 
the business or increase the turnover in par with the 

increase of overhead. The Commission could not make a 
compulsion to the organizations other than influencing them. 
The business enterprises are normally allowed to take such 
decisions. However, many tooperatives could not affordd to 
keep upto the expectations. The result was a considerable 
amount of shifts among the Cooperatives. The remedy taken 
on this was the decision on salary scales in accordance with 
the turnover of the society or the grade of the society.
This also implies that the Cooperatives which are in a 
position to offer more incentives are prevented from excer- 
cising such independance due to the possibilities of anomalees 
which in turn becomes a problem for the Commission.

The basic question remains as to who is to take the 
responsibility of manpower planning for the 

organisation. Ideally it is the manager or the management 
body who is to bear the responsibility. It is a part of total 
process of management. Here the situation is that the 
authority of taking major decisions lies with two government 
agencies - Cooperative Employees Commission and the 
Commissioner of Cooperative development. The initiative is
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normally taken by the society. As the total management is 
not controlled by the society, rarely the manpower management is 
undertaken ' in the Cooperatives. However, there had been 
instances where the Commissioner has taken the decision.

This arrangement has hardly considered the factors 
influencing the manpower planning-except the 

business turnover and gross profits; financial stability, 
position of competitors, changes in external environment, 
loss making lines for correction, profit making lines for 
maximization etc.,.have not been considred.

The management structure of the present MPCSs has 
been ideally planned at the time of re-organization 

of the Cooperative Movement and “'.had not been planned 
considering the different identities of the societies.
Therefore, the basic review of internal manpower is missing.
This is due to lack of ’manpower information inside the 
organisation. The General Manager or the Personnel Manager 
keeps staff records for administrative purposes but not for 
the purpose of optimum utilization of n^inpower resources.
When the new cadre is being considered the manager has to 
consider the opportunities and the problems of manpower 
employed;under 'utilization of human resources, high costs, 
labour turnover,.; I ' v
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There is no manpower policy laid down in the Cooper
ative Sector, The societies have not understood the 

importance of formulating manpower policy. The recruitment, 
promotion and manpower development activities should be 
based on a manpower policy. A .stable policy ultimately help 
the management to retain competent staff and even attract 
qualified candidates. The National Workshop on Cooperative 
Training Policy and Standards also emphasised the need 

to formulate a manpower development policy and structure for 
the cooperative sector^

The recruitment has become a routine matter in the 
Cooperatives due to alienation of manpower planning 

& development from the hands of the societies. This is done 
on the decisionsimade by the CCD & CEC/ Very rarely a society 
considers the specific requirements of a post. This 
mechanical way of identifying requirements and recruiting 
personnel would affect the expected output of a particular 
job. Unfortunately this aspect has never been cared for, 
even at the time of re- organisation. The business decisions 
have been taken without considering the manpower situation 
at that time. The only remedy suggested was to employ 
Cooperative officers until such time alternative employees 
are found .or developed. However, forcasting was never 
undertaken nor was any development programme launched.

* Report of the ILO/NOR/SIDX Workshop on Cooperative 
Training Policy and Standards (Micrograph) 1 9 8 2 .
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Considering the average number of employees in 
MPCSs in 1972 as "310j*8 anybody could see that an 

efficient manpower management system had to be developed.
The averagemuniber of employees in the MPCSs in 198l was 1^9. 
The arrangement on the need made was the formation of 
Cooperative Employees Commission as a Government Agency,

One distinct feature of macro level development 
planning by 1970 Government was to formulate a five ; • 

year development plan for the country. This attempt was the 
first .'.such attempt ever been made for ’ objective implemen
tation. The plan was put to operation from the point of v:’.o 
modifying the infra-structure in the country. Re-organisat- 
ion of Cooperative Movement was one of them. The Coopera
tive were not only to help the economic and social develop
ment but also to generate more employment for meeting the 
challenge of unemployment in Sri Lanka.* The Cooperatives 
were given its share- 500 graduates to be absorbed under 
graduate employment scheme. They were to be made top and 
middle level managers. The training or orientation given to 
them was hardly sufficient to develop them to Undertake large 
scale business operations. When we review the presnet 
position 90$ of the general managers jobs were held by 
graduates in 1973 while the position has deteriorated to 
10$ today, A recent survey has revealed that 50% of General 
Managers are not confirmed '' due to lack of qualifications.

* Five.Year Plan- Ministry of Planning & Plan 
Implementation- Government of Sri Lanka.

\
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stipulated by the CEC. Most of them only posses GCE 
Ordinary Level Certificate only.

The survey conducted by Peoples Bank concludes that
following factors contributed to the inabilities 

of the Cooperative Movement to draw the executives with 
higher educational and professional background.

1, Inadequate salary.
2. Inability to maintain the seniority position,
3. Lack of promotional awareness within the 

service.
;i*. Lack of recognition of experience in the 

Cooperative Service for other jobs.

A survey carried out by the Cooperative Management
Services Centre shows the following picture on the 

turnover of the Managerial level employees during past 10 
years.
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TURNOVER OF MANAGERIAL LEVEL EMPLOYEES 

DURING 1971-81

Group Post
'Jo.

No. of societies who have had 
1 2-3 I4-5 ov er 5 

Execuitives duringl971-8l

1. General Manager 57 69 51 51
2. Deputy General Manager .. 2 - 3

Finance Manager .. 2 - 1 -

3. Accountant .. 75 83 36 ■ 19
Internal Auditor 111 31 It 1
Bank Services Manager .. 77 62 22 6

1*. Commercial Manager 30 25 13
Production Manager/
Factory Manager .. . 15 6 - -

5. Personnel Manager 18 18 - -

Secretary 16 25 8 1
6. Manager ... k 1 -

V

It is interesting to note the following revelation:
1980 1981 
1 ! /?No. of General Managers uuo

Salaries Paid 3700000 3800000

Source: Dept, of Cooperative Development.
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Accordingly the average salary for a general 
m'anager in 1981 has been Rs. 8189 whereas in 1980 

he got Rs. 8296. It is necessary to note that the CEC 
has introduced a considerable salary increase- for general 
managers in 1982. These figures show the deterioration of 
the situation.

The statistics give further information as following:*

I98O No. of 
Employees

Salaries 
paid in

1981 No. 
of

Salaries 
ipaid in

millions employees million
MPCSs 1+23^ 21^. 1 T 3802” 120.6

Apex Unions U78 b . i 677 k.9

The low salaries are due to the decrease of turn 
over. The CEC gave discreation to the Cooperatives 

even when the salary increases were introduced. The heavy
labour turnover was partly due to this situation. Paradox
xically the number of Cooperative Employees have grown
over a period of time. Largest number of employees belong
to MPCS. Therefore, it is adequate to consider the situation
Of the MPCSs to get a clear picture.

* S o u r c e :  A d m i n i s t r a t i v e  r e p a r  o f  the  R e g i s t r a r  o f
C o o p e r a t i v e  S o c i e t i e s  1981.



Year No.of'employees

3101*8 
33077 
1*0926 
1*1727 
it 1*615 
Ul+363
U1403J+
N A 
k 2 3 k h  
U 3802

in the number
There had been a deorease^the employees of the MPCSs 
during recent years due to the awareness of the 

management on the high costs of manpower in comparision 
to business, profitability. However, the growth and the 
change has not been planned.

CRSC has computed the macro level manpower
needs for the Cooperative Sector. -

Based on this projection the 
cooperative society could plan out their manpower. A 
National level centralised agency should undertake to help 
them (see appenedix C & D)

The IL0/N0R/SIDA National Workshop on Cooperative 
Training Policy and Standards held in 1982 

recommended that the NCC should have a manpower planning unit 
and a data bank containing particulars in relation to 
employment opportunities and available manpower showing 
accumulative records of their training & experiences in 
order to help the Cooperatives in Manpower planning.*

* Report on the ILQ/NOR/SIDA National Workshop on
Cooperative Training Policy and Standards - 1982 (Mimeograph)

1972
1973 
197li
1975
1976
1977
1978
19791980 
1981



We could arrive at following conclusions on the ■- 
above discussion on the aianpower planning in the 

ooperative m'ovement .in Sri L&inka.

1. Although some changes have been given effect to allow
the Cooperative Societies to plan their manpower
it is necessary to make a concentrated effort on 
meaningful forcasting and planning manpower in order 
to ensure more creative constributions to 
productivity in the face of high competition.

2. Succession planning should be given, emphasis in
planning manpower in the light of heavy labour 
turnover in the Cooperative Sector.

3. Purposeful planning should be done on the 
employees changes in status, work and relationship 5 
in the Management process.

b. Manpower planning should be more flexible and
adaptable to changes in business.

5. Management should not only look into the
qualifications and skills of existing employees 
but also see the possibility of recruiting 
potential managers from the open market.
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^ P O W E R =INFORMATION=SYSTEM.

Any Manpower Management system demands an accurate 
and upto date information in order to tafte 

decisions on manpower planning and development.

Normally manpower information is centrally 
organised and managed to be within the easy 

reach of planners. One could see a comput r biased information 
as against systems approach towards the system.

The arrangement to organise a manpower information 
system has not been emphasised in the Cooperative 

Employees Commission A.ct other than compelling the 
Cooperative societies to maintain basic personnel records.
The objective is more to execute the provisions under 
the apt.

In the light of the discussions on the Manpower 
planning in the cooperative sector, we could see 

a rapid change in the manpower situation. The visible 
sympotmus have been on the following:

Age structure cof staff.
- Grade and length of service.
- Gaps in key jobs.

Shortage of managerial skills.
Confusions in promotions.
Siirpluses in the job. holders who are not vital.
Confusion in job descriptions.
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The manpower information system should provide 
upto t date information on the lines which leads 

to take “better decisions for managing and developing manpower.

In the absence of a proper manpower information
W6system in the cooperatives/may have to consider the 

alternative methods. The only computed data base is provided 
by the Department of Cooperative Development in its annual 
administrative report. The statistics given in the 
administrative reports have been useful for macro-level 
jSlarining but could not be applied at the society level. The 
data has also been useful in assessing the manpower situation 
in the cooperative sector.

The individual cooperative organisations as well as the 
National Cooperative Body should develop an 

efficient manpower information system in order to utilize 
the manpower in an efficient manner to achieve goals of the 
organizations.

The available information in the cooperative 
societies could be categorised as follows:

Personal files containing information on 
recruitment, promotions and desciplinary 
situation of cooperative employees.
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Records on determination of cadre • for 
cooperative societies from time to time.

Records on board decisions on policy and 
execution of policy.

Records on business operations of the society.

This shows that a Cooperative Society in Sri Lanka
today only posses internal informationv . It is

in no way comprehensive. This does not help for forcaating
and manpower planning* It could not be used for manpower
management or cidetelopment either.

It is necessary for an organisation to posses two
kinds of manpower information in order to maintain

efficient manpower management system.

,1. Information on internal environment
2. Information on external environment.

Cl) Information on Internal Manpower Environment 

Information on jobs
Information on people within the organization.

3. Information on leavers.
Staff on contract and casual basis 
Vacancies
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Information on recruits. 
Information on promotions. 
Absenteeism and vacation of posts.

(2) Information on External Manpower Envir6nment

Education trends and forcasts. 
labour market (National)local)
Unemployment 
Employers in the area 
Migration
Economic and political information.
Marketing and financial information 
Utilization, productivity and marketing 
practices.

Many organisations have introduced simplified 
coded information systems for computerization. 

Card systems and data forms have become professional under 
taking.

However, the Cooperative Employees Commission of 
Sri Lanka has tried to introduce a simplefied job 

coding system for easy reference. The commission has also 
tried to categorize, the jobs for easy reference for 
planning purposes:

1. Operative grades.
2. Supervisory grades
3. Managerial grades.
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The Commission has also tried to systematize the 
salary structure in order to introduce succession 

planning. Number of salary scales have been reduced and were 
given code numbers. The attempt of this . nature would 
not only cut down anomalies but also help the cooperatives 
to introduce manpower development plans. However, the 
model has to be adopted by the*cooperatives and
internalize it with the identity of employees.

The basic issue remains as to how to organise 
a man power information system, the ILO/NOR/SIDA 

National Workshop on Cooperative Training Policy : made an 
attempt to organise a data base for manpower fo’rcasting and 
planning. The workshop found that the present day MPCSs 
although they are large enough to have a manpower
management function as a seperate identitys are not in

i
a position to evolve their own systems and recommended ty 
that the NCC should organise a manpower data system for 
the Cooperative organisations which should be centrally 
managed. It was assumed that the existing district 
structure of the NCC could be made use of for this purpose 
effectively. It was though that the NCC being the 
agency for training and development of cadre for the 
cooperative sector, is in a position to r integrate the two 
manpower functions properly.



This proposal has serious implications on the 
structure and the focus of the JfCC. The structu

re has to he strengthened to undertake such a massive task 
of dealing with at laast the managerial level staff 

numbering 5000 approximately. The Department of Cooperative 
Development and the Cooperative Employees Commission have 
different priorities under legislation.

It has become vital for the Cooperatives to 
utilize the existing manpower efficiently and 

productively in order to face the challenge. Sri Lanka is 
rapidly changing at present into new business enterprises 
and a new social system more rapidly than seventies.
Manpower planning and development have to keep phase with 
this situation. Therefore, it is essential to create 
an efficient data base for manpower planning and 
development.
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MAKPOWER BEVELOPMENT SYSTEM

A pre condition for effective Manpower Manageme
nt is the existance of an efficient .manpower 

development -system which ensure the updating of skills of 
the employees "by havin g systematic career planning and 
professionalization of Management.

It is also correct to say that the manpower 
development depend very much on the Management 

philosophy and the culture of the organisation as well as 
flexible working environment. When the organization adapts 
a theory X approach towards human resource naturally the 
human development is restricted. The motivation for 
more productivity loses its place in the organization. It 
has been pointed out by many behaviourists that material 
incentives itself would not bring in motivation to work and 
fulfilment of objectives of an organization. Managing 
modem day human behaviour has taken a dramatic turn during 
past three decades and is in the process of rapid change.

A theory Z has already been developed to manage 
organizations through collective effort by 

giving priority to human resources. It is with this back 
ground we have to discuss about a management development 
s ystem for c ooperative sactor.



It is necessary to analyse the possibilities of 
manpower development under the present legal and 

administrative structure of the Cooperative Movement in 
Sri Lanka in order to identify gaps.

The arrangement to provide micro-level Manpower 
Development for Cooperatives has been the 

possibility of selection of a career in the Cooperatives.
Many school leavers and university graduates join the 
Cooperative employees regular type certificate courses. i,e. 
CEC Ordinary Level Course and CEC Advanced Level Course.
This does not mean the Cooperatives are compelled to recruit 
them for the jobs in the Cooperative Service.

Any Manpower Development system in an organization 
should contribute to the achievement of organizat

ional objectives. However, it should as far as possible 
provide self-satisfaction and the fulfilment of self-directed 
goals, for the employees within the corporate environment.
The system should be flexible enough to provide opportunities 
for a person to take decision on their career and objectives, 
initiate new things within the environment. This would 
bring in more productivity and efficiency by a job holder.

What are the special features of m anpower 
development in the.cooperatives in Sri Lanka?
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The employees are recruited from the open market 
in three levels:

1. Operative Level
2. Supervisory Level
3. Managerial Level.

The recent changes in the Cooperative Employees 
Commission rules also provide this possibility.* 

It also provides the possibility of job rotation in some 
categories and more mobility within many salary scales.
Each job or job range has many salary scales depending on the 
qualifications of the candidate and the scale of operations. 
It is possible for introducing more promotional prospects to 
an employees avoiding stagnation^' It is also possible for an 
employee to get into higher scales once he obtains special 
qualification stipulated in the documents.

Another special feature is the possibility of 
achieving job specialization in one job range 

from the operative grade to the managerial grade.

However, the arrangement under the CEC act does:'riot 
integrate the promotions with the performance 

standards in the job. The emphasis here has been the 
acad&mic qualifications and the experience.

* Approved salary scales and qualifications for the posts 
in the Cooperative Societies - Govt, of Sri Lanka 1981.



Regular cooperative training programmes conducted 
in the country has "been integrated into the three 

levels as requirements. The quality of training is not . 
under perview of the CEC.

The CEC has recently introduced more flexibility 
of managing the m’anpower by allowing the 

cooperative societies to take free decisions on the 
operative and some supervisory level employees. This 
provides more scope for career development for employees. 
However, this scope is limited to the MPCSs which represe
nts 85$ of the total cooperative work force. The career 
generation capacity of the MPCSs has been decreased over 
last two years.

A unified Cooperative Service had been advocated 
from the very inception of the CEC, but lost its 

popularity due to possible contradiction with the 
business autonomy enjoyed by the cooperative enterprises. 
This kind of an arrangement could have affected the 
business efficiency of the cooperatives.

Even with this flexibility the Cooperatives could 
not avoid high labour turnover. The present 

training arrangement could not help the situation either. 
Developments in the external environment have affected the 
situation seriously.



36
PP

ER
gm

fi
 

EM
PL

OY
EE

^
CA
RE
ER
 

PR
OS
PE
CT
S 

CH
AR
T 

SRI
 
LA

NK
A

r  6 10

c3 1 “JSJ
s*
>>

CO

-
tn •
&>. M

<r >V
r-'

I
0  m
1

&£
<&
ncs
5
tx

•U
(3

o
a

01
®

H >» -4
+J * £  .« r
e •H 3

w w  >13
U ed
<0 M
>  O

c
3

0 6
C

•H
c

(5 1 ?
O CO

•H
4->
O •H
0) ■U

»—1
Q> c

CO M

c
®
6
©

<9
C<S
X

o a.

4J 
0 W

«
0)

4J 4-J
•r*4 <0
W 3

X )
Q> c0
>

•r^ Oc
ZD

MOw
*r4>
0>
O-
D

00

61
C5

•H
e c
o *H

«r4 rH CO
4J

\ CO U
•H 4J

a> J j
r—( •H
Q> a

00 M

(3
o
Cl

£
W

r—J
1
c

o
o  *—I c c0

, c  <d o M
o  > ----- > •H -------> ■U

t o  a> 4J
- J C r-l

u  - 0 (0
•r) O f—1
r—i 0) -u
■a w 00
3  O

Cu O M  *H

05
0)a.
O

4.J
c
oa .

p
w

So
r—i r—f
O Q) x Co x» 7 o .....^

,c •w
O  V# 4->

oI/*) a>o »—*4
•H  CD a>
r~i rXJ wXj CO
O i o



-51-

Development of Manpower in the managerial cadres 
specially demands professionalization. This not 

only helps the individual but also helps the organization 
to have effective manpower planning. Therefore, it is 
necessary to consider the constraints for such 
professionalization in the Cooperative Sector.

Fedrike Herzberg * introduced the motivation 
hygiene theory on the industry and commerce 

by which identification of important factors in bringing 
more productivity in human resource was possible. Hygiene 
factors consist of company policy, administration, 
supervision working conditions, interpersonal relations, 
status, security and money. When these needs are not met 
individuals feel unhappy and frustrated which result is 
less productivity and high labour turnover. Development 
depends on the fulfilment of these basic conditions.

The ILO/NOR/SIDA National Workshop held in 1982 
identified the following factors which caused 

in the exodus of Manpower from the cooperatives.

Insecurity of service: changes inmanagement,
laxity in disciplinary procedures; favouritism, 
abserce of clear responsibilities;

Absence of promotional prospects.

* Herzberg, Frederick- Work and the nature of man- 
World publishing Co. Cleveland Ohio- USA
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Inadequacy of training facilities.

Inadequacy of fringe benefits.

Inadequate Job descriptions.

Discontent over salaries.

The Workshop recommended the following remedial 
measures to overcome the problems mentioned:

Provision of proper institutional and on the job 
training and also specialised training.

Closure of uneconomic business units

Establishment of regional recruiting authorities.

Provisions of welfare and other facilities include 
health care scheme? external educational programmes, 
scholarships and loan schemes.

Framing a uniform system of financial and 
administrative regulations ana desciplinary 
procedures.

Formulation of comprehensive job descriptions.
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Restructuringthe MPCSs with:a view to centralising 
the operation of certain functions such as 
procurement-transport-processing and marketing 
services.

♦ Provision of management consultancy.

Payment of enhanced salaries:

Intensive education ? of memberships

Establishment of Manpower training unit and a 
data bank.

- Declaration of Cooperative Policy.

Training of trainees to undertake management 
training.

<■* Carrying out an intensive training programmes
for unqualified and untrained personnel to fill 
up vacancies.



Lifting of Hygiene factors would provide the 
environment for motivating the employees. This 

does not mean that the hygiene factors should he a pre-condit
ion , . No clear demarcation could he made. Motivation 
which involve feelings of an t accomplishment, recognition 
responsibility, personal growth, development comes through

*

tasks which normally result in more productivity creativity 
and job satisfaction. This does not come in merely by 
providing material benefits but by creating a work environment 
which safeguards human dignity and permitting . autonomy and 
initiation. This is a compromise between the individual 
objectives and organisational objectives.

Many organisations use management concepts such as 
management by objectives and mobility within 

the organization etc.

The present legal and -i administrative environment 
in the cooperative do not provide positive 

environment for the development of managers. The by-laws of 
the cooperative societies, rules and evBn the procedures 
governing employees career do not provide motivation for them 
to grow. Folloimg changes would be able to create such an 
environment.

Proper use of the principle of democratic control 
for the emergence of leadership in the 
cooperative sector.
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Introducing structural changes in the MPCS 
permitting more autonomy to branches and Managers.

The registrars role of being a steriotype auditor 
and regulating the legal provisions to be 

. changed to a role of a guide and 'an' advisor and 
to become a link between the government policy 
and cooperative policy.

Decision making process to be changed to the 
direction of a manager.

Changes in the legislation should be provided to 
have more business and managerial autonomy to the 
cooperatives.

Strengthen the apex cooperative unions to enable 
the Cooperatives to become free from the clutches 

, of private companies and state corporations.

Provision of inter mobility of personnel within 
the Cooperative Movement.

Allow a positive management culture to grow 
within the cooperative organisations.



With the introduction^ these changes the 
individual staff member would he in a better 

position to undergo a process of personal development.
Career planning provides such development. The employees 
should be exposed to a systematic and a logical process of 
development of his career. This process is normally started 
from the point of selection.

The selection to the present day cooperatives is 
done through a traditional interview system with 

certain limitations. The ■ candidates are selected to a
particular job and he has to stick to the job at least for
sometimes . This is in contradiction with modern companies recruit 
-ing management trainees and allowing them to make their 
choice of earreer after undergoing a training process.

The cooperatives hardly have an induction 
programme for a new recruit other than attach

ing him to a senior hand. The induction makes an employee
positive or negative towards the organization.

Basic job training he gets is from a senior hand 
and on the job. The Cooperatives in Sri Lanka 

today have not developed any comprehensive model of on the 
job training.
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The job instruction an employee gets is through 
general type of Cooperative Employees Certificate

Courses.

CEC Ordinary Level Course 
CEC Higher Level Course.

These courses are not only integrated into 
promotional schemes but also provides job training

for them.

These courses have no relationship to a particular 
job description. However, the attempts are now 

being made to develop job instructional training programmes 
based on job analysis.

In the absence of organisational standards or 
norms to assess the job holders performance, very 

rarely career decisions are made by the Manager. The perso
nnel function has been given importance by appointing 
personnel managers. A Management system has not'been 
developed to abosrb modern type of performance appraisals 
by using MBO or skills inventories. The society normally 
depenc3sf on the skill of the general manager to take such 
decisions.
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Job rotation is used for the purpose of the 
organisation hut not as a development strategy.

In the absence of properly formulated job descriptions 
this serves a limited prupose.

An attempt has already been made to introduce a 
iogical training system for the three levels of 

employees. The NCC and its subsidiary projects have 
already done Curriculum Development on the system to certain 
extent. This system provides opportunities for employees 
to obtain following training:

Induction
Orientation towards Cooperative ideology & Practice. 
Job instruction.
On the job training 
Job specialised training.
Continuing training programmes.

The training strategy evolved has been off the 
job as well as on the job training and using 

even job rotation. The learner centred participative 
learning methods are used for this with the recent
. changes in approach towards employee participation in 
management by the CEC. It is expected that this process 
could be accelerated in order to introduce jol enrichment 
techniques and career designs.

The a t t e m p t s  a r e  a l s o  b e in g  made t o  im prove t h e  

em ployees  p a r t i c i p a t i o n  o f  h i s  p e r fo rm a n c e  

a p p r a i s a l  and d i a g o n s in g  h i s  own t r a i n i n g  n e e d s .  P e r s o n n e l  

c o u n s e l l i n g  i s  y e t  t o  be i n t r o d u c e d .
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Planning provides the basis for control. In the 
absence of systematic ttl&npower planning it is 

difficult evolve strategies or criteria for manpower control 
is isolation. Normally standards of performance is used as a 
yardstick- Pre-requisites for standards are logically 
developed and updated job descriptions and staff structure and 
setting of organisational objectives.

When we isolate manpower itself manpower audit 
is used to quantify the results achieved as 

against the goals. Audits are on the basis of manpower requ- 
sition, manpower utilisation, manning systems, recruitment 
training and development actions.

The standards and control criteria are set at 
the time of manpower planning.
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COSCLUSIOM

An attempt has been made by the paper to 
evaluate the present cooperative manpower 

management system in Sri Lanka against the historical 
development of the Movement.

From the above discussion following conclusions 
could be made:

-The Cooperative Movement in Sri Lanka was subjected to 
the eomp'ulsion of participating in National Development 
process in 1970 without evolving proper manpower 
management strategies.

The mechanism evolved after 1972 has been state control 
oriented and suited for the regulation of government 
procedures on manpower administration,

~ The Cooperative Movement of Sri Lanka, through national
unions has not been able to initiate creating a systeir,.

The change in the government development policy 
resulted in more complication in human resources due to 
braid’ drain and high labour turnover.
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Ecomomic difficulties faced by the cooperators and 
the gradual transfer of leadership to elected directors 
resulted in the awareness of re-considering the place 
and the role of manpower in the cooperative organisations.

Number of potential managers who have adequate qualific
ations got decreased after 19?8j which created 
deterioration of management efficiency.

Incompetent managerial staff contributed to the decrease 
of turnover of the cooperatives.

The cooperative employees became frustrated due to the 
lack of opportunities for career prospects and personal 
development in the cooperative sector.

High labour turnover resulted in vacum in the 
management cadre.

Recent awareness of meaningful evaluation of manpower 
systems led to changing CEC procedure into 
flexibility towards more autonomy for cooperatives 

in the decisions on manpower.

The attempts made on the manpower training has 
been pioneering changes in the manpower management.



The proposed logical training with structural changes 
would result in creating a cadre with the necessary 
competency to s., handle their Jobs.

The NCC has to he developed into a control agency for 
Manpower managment at the macro-level in order to help 
the cooperatives to evolve manpower management systems.

Legal and administrative changesl.haveto he made to 
ensure the mobility within thfe staff levels and evolve 
norms for promotions and progression process.

On the hasis of the above review a strategy for 
the development of a Cooperative Manpower 

Management system could be attempted.! Assuming that 4 
government policy on cooperatives is proclaimed the 
following strategy is evolved.

1.. ' Identify & Define the Corporate Objectives 
of the Cooperative MoVemertt.......

The role of the cooperative movement has to be 
defined in the light of the government policy.

The present objectives may have to he modified to suit 
changing situations. The available mp.chanis^ius 
such as the NCC could be utilized for the purpose.
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■Zs Investigate input possibilities.

The central agency (NCC) with the help of other 
cooperatives involved should go into available 

and .possible inputs by assessing the available manpower 
pool, and business opportunity' - dnputs. These consist of 
modified business plans, budgets and long range forecasts 
according to changes. The macro- level investigation to be 
conducted by the central agency.

3. Identify Manpower Needs.

Manpower needs have to be assessed on the basis of 
modified business plans. Each MPCS has to 

undertake the exercise.

i*. Match the manpower needs with the 
available manpower resources.

It is assumed that the existing staff records could 
be ̂ systematized in order to use them for objective 

manpower planning. The MPCSs should be given advise on how 
to organise a data base for the purpose. Then it becomes 
easy for the organisation to match the resources with the 
needs.



5. Prepare Manpower Plan

When needs are matched with the available 
resources the gap is identified. The deficiency was 

to be analyzed. Bach MPCS has to consider the possibilities 
of utilizing the existing manpower as well as obtaining 
manpower from the open market. Sometimes the plans and the 
practices may have to be adjusted to suit the possibility.
The organisation itself has to be modified to effect reallo
cation of resources to optimize chances of achieving business 
goals. The changes in the external labour environment may 
force the society to even adjust manpower policies and 
standards on solection.employment, promotion and development 
and training.

6. Prepare Implementation Programme.

The implementation programme should consists of 
manpower adjustments, recruitment, training and 

development in addition to career designing . Time schedule 
should not only include business and manpower activities but 
also appraisal duration and point*'.

7* Pepare and implement manpower controls 
and evaluations.

The Manpower control is meant for achieving the 
objectives in terms of standards. The controller 

normally keeps watch on the pressures within the business 
and all manpower movements.



The controller has to use many tools for controlling 
manpower. Exit interviews, attrition research 

and manpower audit are some of them.

The result of the manpower control is reflected 
in adjusting manpower policies and practices, 

modifying organisations and even adjusting existing plans.

Business efficienty of the cooperative movement 
mainly depends on the manpower. This is 

emphasised when we consider the characteristics of the 
cooperatives of Sri Lanka. The Cooperatives in Sri Lanka 
has a service objective more than a production objective. 
Utilization of manpower is vital for service organisations. 
Therefore, the efficiency and development of cooperatives 
in Sri Lanka depends on efficient management of manpower.
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A MODEL FOR MANPOWER- .MANAGEMENT QF COOPERATIVES
T N  SRI LANKA
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EMPLOYEES OF THE COOP. MOVEMENT 
CLASSIFIED ACCORDING TO POSTS

(In million Rupees)

APPENDIX A

POST 1980 1981
No. of Salaries No. of Salaries 
employees paid employees paid

1. General Manager 1+1+6 3,7 1+61+ 3.8
2. Accountants
3. CR & Marketing':

3l+9 2.8 288 3.1

Manager 155 0.8 181+ 1.5
1+, Consumer Managers 80 -.7 52 0.5
5. Production manager 09 0,08 10 0,08
6. Secretaries 163 1,2 173 1,3
7« Store keepers 835 5.1+ 31+9 6,6
9. Branch Managers 9957 1+1+-.7 10023 53,8
10•» Bill Clerks 1937 8,5 11+62 6,9
11. Sales Personel 13322 ' 58,9 12803 • 50.5
12. Cashiers 573 3.1+ 572 3.5
13-. Purchasing Officer 1+19 3,5 1+10 3,9
ll+, Clerks & typists 
15. Office Personel

657!+ 38.1 5701 3l+.6

Manager 531 3*5 568 3.9
l6. Labourers 31+91 18,-2 3366 17.0
1 7 Watchers 31+1+8 12-.-6 371+9 15.6
1 8 Drivers 181+7 9 :9 1770 10,0
19v Cleaners 1575 7.2 11+95 7.5

20, Doctors 23 0,6 18 0.1+
21. Nurses 102 0.6 C8 0.7
22. Dispensers 23 0.1 21+ 0 .1
23, Attendents 73 0.1+ 76 0,32
2 k » ohhvea 51+95 IT 5 5o2l+ 19.1+

Total ; 51^ 2' _ ' 21+2.1 . . . .  ^2182 _ 2^.0

Source: Development of Cooperative Development.



APPENDIX - B

e mp l o y e e s o f .t h e c o o p e r a t i v e m o v e m e n t
CLASSIFIED ACCORDING TO TYPE OF SOCIETIES

(In million rupees)

Type of societies 1980 1981
No. of Salaries No. of Salaries
employees / paid employees paid

PRIMARY -SOCIETIES

MPCSs 1*231*1* 21I4.1 1*3802 210.6

Stores
Credit thrift

181+ 0.6 195 0.8

welfare 362 1.1* 386 1.6
Textiles 223k 7.9 2600 8.8
Small Industries 887 b ,9 1038 ' 5.1*
Fishery 22k 1.3 239 1.2
Agriculture 712 3.1 757 3.6
Hospital 188 1 .2 212 1.0
Others 2116 6 .1 11*65 1+.0

SECONDARY SOCIETIES

Apex unions kjd 1+ 1 677 1+.9
Other unions 6° .0.3 56 0.2

Total 1*9789 21*5.0 ' 511*27 21*2 .1
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