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Foreword

V o l u n t a r y  Cooperation in W estern countries emerged 
during a period that was dominated by the concept o f  
economic liberalism. Parallel with the developm ent o f  
Cooperation itself, the role o f the State authorities has 
undergone an enormous change. T he night-watchm an 
state has been transformed, step by step, into a modern 
welfare state in a num ber o f  W estern countries. The 
tasks entrusted to the State authorities have been extended 
to cover increasingly w ider fields o f  social, economic and 
financial legislation in order to protect the interests o f  the 
economically weaker groups in society. T od ay, the most 
developed welfare states are concerned w ith providing 
social security for all citizens from “  the cradle to the 
grave.”  A t the same time, the aim o f the State policy is 
also to increase productivity in order to raise the national 
income o f  the country and to influence the pattern o f  distri
bution in a w ay that would be favourable to the lower 
income groups. T o  this end, the State undertakes measures 
o f economic planning.

T he expansion o f  voluntary Cooperation and other forms 
o f  popular movements on the one hand, and the gradual 
transformation o f  the night-watchm an State into the 
modern welfare state on the other, have to an increasing 
extent led to the establishment o f  a division o f  work between 
the State authorities and the voluntary popular movements. 
This means in practice that the general planning through 
the democratic State is supplemented by different forms o f  
voluntary Cooperation am ong the citizens. This system has 
m ade it possible to achieve a healthy decentralization o f 
economic power.

A  comparison between these trends and the pattern o f 
relationships between the State and the voluntary Co
operative M ovem ent in newly-developing regions o f  the
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world indicates that there are several similarities, though the 
approach to the same goal o f  a wide dispersal o f  economic 
power is, for historical reasons, often different. In  the newly- 
developing regions, the concept o f  the dem ocratic welfare 
state has been introduced, in most cases, as soon as the 
countries concerned achieved political freedom. T h e State 
has had to undertake the task o f  planning the whole economic 
and social development. W ithin the fram ework o f  dem ocratic 
planning, the Cooperative M ovem ent has been, looked upon 
in the developing countries as the most im portant means 
for achieving decentralization o f  economic power and o f 
structuring dem ocracy at the “  grass-root ”  level. Just as 
the long-drawn out, time-consuming process o f  gradually 
transforming the night-watchm an state into a modern 
welfare state—  as was the case in the W estern countries
—  has been and is impossible to adopt in the newly-develop
ing regions o f  the world, the slow and gradual growth o f  
voluntary Cooperation has not been a practical method 
either. In  the newly-developing countries o f  today, State 
support in different forms to accelerate the developm ent o f  
voluntary Cooperation has been deemed indispensable 
during a certain initial period. T h e basic purpose both in 
the advanced and in the newly-developing countries, how
ever, remains the same, nam ely, to work out a division o f  
tasks between the social welfare State arid the voluntary 
Cooperative M ovem ent. N otwithstanding the differences 
in approach caused by historical factors, it can be said that 
the trends in the tw o types o f  countries seem, to a great 
extent, to converge towards the same a im : a general 
economic planning by the dem ocratic State supplemented 
by voluntary Cooperation. This would im ply a wide 
diffusion o f  power in society and thus act as a safeguard 
for ensuring a stable dem ocracy, not only in the political 
but also in economic affairs throughout the entire socio
economic fabric.

Against the background briefly indicated above, it is 
obvious that the Cooperative M ovem ent has an outstanding 
role to play in shaping the future both in developing and 
in the more industrialized parts o f  the world. It is perhaps
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stating the obvious that a prerequisite for building .up an 
efficient self-help organization like Cooperation is well- 
educated office-bearers and other Cooperative leaders. 
I t  can be seriously contended that in countries where the 
M ovem ent is weak and ineffective, the absence o f a dynam ic 
leadership is one o f the m ajor causes. Unless the M ovem ent 
is able to attract emerging talent within a country, retain 
it within its own fold and develop regular schemes for 
training which provide w ide opportunities to its employees 
for exercising their faculties, Cooperation w ill languish for 
w ant o f  able men who can seize new opportunities and turn 
them  to the advantage o f  the M ovem ent. This is especially 
im portant when the M ovem ent is passing through a phase 
o f  rapid expansion. This fundam ental aspect o f Cooperative 
developm ent programmes was very clearly brought out 
in Prime Minister N ehru’s Inaugural Address at the 
Seminar. M r. Nehru said :

“  But m y outlook at present is not the outlook o f spreading 
this Cooperative M ovem ent gradually, progressively, as 
it has done. M y outlook is to convulse India with the 
Cooperative M ovem ent, or rather with C ooperation: 
to make it, broadly speaking, the basic activity o f  India, 
in every village as w ell as elsew here; and finally, indeed, 
to make the Cooperative approach the common thinking 
o f  India . . . Therefore the whole future o f India really 
depends on the success o f  this approach o f ours to these 
vast numbers, hundreds o f millions o f  people. W ith that 
naturally come processes o f training, etc. W e cannot just 
ask them to cooperate. Therefore, we have to train them 
in a very big w ay —  educate them and give them some 
special training.”

A t  the Sem inar in N ew  D elhi the International C o 
operative Alliance had the privilege o f drawing heavily upon 
the great fund o f knowledge about the special educational 
needs o f the Cooperative M ovem ents in the region o f South- 
East Asia. Several eminent specialists from the region had 
kindly consented to act as lecturers and also to take part in 
the ensuing discussions.
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It has been felt within the International Cooperative 
Alliance that for this reason it would be o f  great value in the 
promotional work o f Cooperation to make selected lectures 
available for a wider group o f  interested cooperators in the 
form o f a book. T h e book also contains the sum mary o f the 
discussions in the Sem inar under the heading “  R eport and 
Recom mendations.”  This im portant document is the out
come o f a very efficient team-work performed by the 
participants o f the Sem inar and it was adopted without 
dissent on any m ajor questions.

W ithin the International Cooperative A lliance there is 
a general and strong desire that the Cooperative M ovem ent 
in South-East Asia shall expand rapidly in the near future 
and thus become a still more im portant means o f  raising the 
standard o f  living in the countries concerned. It is our hope 
that the m aterial now being published m ay, in a modest 
w ay, contribute to increase and strengthen the educational 
activity within the South-East Asian Cooperative M ove
ments and thus assist in laying a stable foundation for further 
Cooperative development.

D r . M a u r it z  B onov^
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Jawaharlal Nehru
Cooperation and the  
Mind o f  t he  Vil lager

I  h a v e  been attracted towards Cooperation and the Coopera
tive M ovem ent, not through norm al channels o f  working 
in it, but prim arily, intellectually and secondly, in some 
other ways also, and more especially in relation to our pro
blems in India. A ll I can do is to put before you some o f  my 
own feelings on this subject, because I have begun to feel 
progressively, more and more strongly in regard to it.

Cooperation in India in a  sense has been functioning 
for a fairly long period. It has done good w ork in selected 
areas o f India, rather more in the South than in the N o rth ; 
but limited work nevertheless. H owever good it was, it was 
lim ited in extent certainly, and in scope also. But it is good 
work, and I should like that to continue.

T O  C O N V U L S E  I N D I A

But m y outlook at present is not the outlook o f  spreading this 
Cooperative M ovem ent gradually, progressively, as it has 
done. M y  outlook is to convulse India with the Cooperative 
M ovem ent, or rather with C ooperation: to m ake it, broadly 
speaking, the basic activity o f India, in every village as well 
as elsewhere; and finally, indeed, to make the cooperative 
approach the common thinking o f  India. N ow  that, o f  
course, is a very big m atter and I cannot say how long it w ill 
take, though I am  inclined to think that it w ill not take as 
long as people imagine.

In India, we are faced with everything m ultiplied by 
roughly 400 million, that is, broadly, the population o f 
India. I f  w e make any progress in India, as w e dd, we have 
to spread it out over 400 m illion people, and then it seems 
small although by itself it m ay seem big. I f  w e calculate the 
per capita income o f India, im m ediately you have to divide 
b y  400 million and it becomes small at the end. O f  course,
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the other w ay o f  looking at it is that there are 400 m illion 
workers adding to the income. T h a t is perfectly true, apart 
from the infants and the aged. So, while something that we 
do m ay appear to be big by itself, when we look at it in 
relation to the size o f India, it is spread out and it becomes 
small.

Then again, while we have more and more industriali
zation and towns and cities grow ing up, India is still 
basically an agricultural country and a vast proportion of 
its population is based on the villages. T here is a stream 
o f people towards towns and new towns are built up round 
industries. T h at is natural.

C O O P E R A T I V E  I N  E V E R Y  V I L L A G E

Now whether it is a Five-Year Plan or any other major 
activity, or whether it is a Cooperative M ovem ent, i f  it is 
really to affect the thinking and the acting o f India, it has 
to catch the mind o f the villager. It has to spread over these 
rural areas, certainly over elsewhere, too. A nd it has to 
spread, not m erely in the limited context in which it has 
spread in the past to some extent —  those credit cooper
atives and the like -—  but in a bigger way.

So about tw o-and-a-half years ago, w e decided to have a 
Cooperative in every village o f  India, there being 550,000 
villages in India. It is not necessary to have 550,000 Coopera
tives. But nevertheless, it would have meant, I  do not know, 
200,000 or 300,000 at least —  something like that. Sm all 
villages near each other could join  together. N ow  we looked 
upon this type o f Cooperative as specially m eant for agri
culturists, who are, o f course, the great m ajority in the 
villages. There are others too, and we w ant them  to come in 
also. A nd we looked upon this again as the economic side 
o f the villag6, as we looked upon the administrative side o f 
the village in a different w ay. T h at is, we thought o f it as a 
self-governing com m unity on the adm inistrative and poli
tical plane —  the village or a group o f villages. T h at is, 
we wanted to draw the mind o f the people out o f the old 
conception o f some big officials sitting on top and ordering



about people to do things, a conception which was inevitable 
in British times here. O f  course there was no dem ocratic 
apparatus. N ow  we start with the dem ocratic apparatus 
all through. But when you go down to grass roots, it was 
difficult to get rid o f the old conception, both in the minds 
o f  our officials and in the minds o f the people. Good officials
—  they wanted to do good, but as officials sitting on top. 
W e felt that that was not the right approach politically, 
m uch less, o f  course, cooperatively.

G R A N T I N G  A U T O N O M Y

So we decided that these village councils should be given 
very considerable power and authority and resources: that 
is, the norm al m opey spent on them for developm ental 
purposes b y  the Governm ent should be handled by the 
village council. It cam e from  taxes from them after a l l ; and 
they should be largely left to their own ways, guided o f 
course and helped i f  they want. But theirs will be the 
decision and i f  they make mistakes, they w ill suffer for them 
and learn from them.

Some people th o u gh t: O h, well, it is too m uch o f a risk. 
These people w ill not do well, and they are not competent 
enough and w ill quarrel among themselves. O f  course. 
But it seemed to us that while they did quarrel am ong them 
selves a good deal, some very very im portant people o f the 
world quarrel more. Anyhow , the quarrelling o f people in 
a village had no great consequences. It could be set right. 
T he quarrel o f  people right up at the top w ould have very 
great consequences; and very dangerous at th a t! A n d  there 
was no one to put it right, broadly speaking.

Anyhow, on the adm inistrative and political planes 
we are giving autonom y to the village. In fact, in some parts 
o f India it has been done, and in other parts it is acknow
ledged that it should be done. W e being a Federal State, 
a n |  this being a State subject and not a Central subject, 
each State has to fram e its legislation, and this is not always 
quite identical. In parts o f  India this has been done and done 
until recently, that is about a year ago. But even a year’s
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experience has convinced us o f the rightness o f the step, that 
is, political adm inistrative autonom y to the village. I need 
not go into details —  how each village has a council, and 
a group o f villages has a larger council w hich has the chief 
powers: then a third kind o f advisory council at the top. 
W e have tried to keep the official there, o f course, but as a 
distant adviser, to encourage, to advise, and not so much as 
an executive authority. N ow  that is on the administrative 
side.

B Y  T R I A L  A N D  E R R O R

T h e econom ic aspect o f the village for that purpose can be 
cooperative, in  our minds. Therefore, we wanted the 
Cooperative in every village.

N ow m any o f you w ill im m ediately say that this kind o f 
geographical description o f  a Cooperative is not how Co
operatives have grown. T h ey  have grown out o f occu
pations. W e are having, and we w ill have, occupational 
Cooperatives —  whether they are weavers or tailors or 
whatever they m ay be. Nevertheless, as the occupation o f a 
village is largely agricultural they could at present hold 
together. T h e  approach here is different slightly from  the 
norm al approach o f  the Cooperative M ovem ent elsewhere. 
But it is not a rigid approach. It is very m uch a trial and 
error approach. W e are prepared to change anything, with 
varied experience. But we just cannot w ait for this move
ment, good as it is, to creep along slowly. T h e problems we 
have to face are too big, and there is an element o f urgency 
in them. So here we are today aim ing a t something which 
is in the nature o f  a basic revolution in our rural areas, 
both on the administrative and the economic side.

T h e adm inistrative side is well on its w ay. T he economic 
side has not gone so far and it requires, a different type o f 
greatef competence.

C O O P E R A T I O N  A N D  T H E  S T A T E

I see in your agenda papers considerable talk about pro
ducing leaders. O f  course, I do not like the word “  leader.’*
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But I like the conception behind it. It requires trained 
persons wHo can give a lead, glthougli they are not leaders. 
I  hope, in the sense o f bosses; and it does require training. 
AH~tKe~goodwill in the ~wor!c[7~without adequate training, 
will not produce results. It is not merely a quantitative 
extension o f this work, but it is qualitatively different, 
i f  I m ay say so, because we w ant to make it an essential basic 
fabric o f  the S tate— not part o f the State governm ent; 
but certainly closely associated with the whole structure 
o f the State. W e do believe com pletely in the voluntary 
principle o f cooperation. T h at is true. But however 
voluntary it m ay be, it w ill come up against the State 
all the time, and it  will have to be adjusted to the needs o f 
the State and the State to it. T h at is w hy we do not want, as 
in the past, the District Official, or other official, to throw his 
weight about too much. A gain, he is the adviser and friend 
but not the boss.

W hen nearly three years ago the N ational Congress 
cam e to this decision, there was nothing new in it. It was 
really a slight extension o f what we had said previously in a 
more definite w ay about the rapid growth o f Cooperation in 
our rural areas. W e said that in three years’ time we should 
like to have service cooperatives practically in every village
—  service cooperatives undertaking almost every kind o f 
economic activity for the village, not m erely credit. W e 
further said that we should like this cooperative principle 
to be extended, where possible and where it was agreed to( 
voluntarily, to cooperative farm ing even.

O U T  O F  T H E  R U T

As soon as we said that, among certain sections o f our 
people loud noises o f  opposition were raised: “ This is 
Communism and it is the thin end o f Comm unism  that you 
are bringing in, and it is bad.”  I need not go into that. O f 
course, it had nothing to do with Communism. W here you 
have the voluntary principle, it cannot be Communism.

The real reason for it is that we have to deal in India w ith  
very very small holdings and a large population. Gradually



land is split up into tiny little patches. N ow  it is impossible 
for that tiny peasant owner to build much. His resources are 
lim ited, very limited, and he can barely carry on from year 
to year or month to month. A n d  that, o f  course, makes 
Cooperation in India far more essential than anywhere else.

Basically, looking at it in another w ay, Indian agriculture 
and Indian life will only benefit by the introduction o f 
modern technical approaches to such problems o f agricul
ture or industry or whatever it is. But behind that, we w ant 
to affect the mind o f the Indian p easan t: make it come out o f 
its rut. Th at, o f  course, is a very big job. T o  take the mind 
o f  300 millions out of the rut in which they have lived for 
generations past is a terrific problem. It gradually has taken 
fjlace.

J O I N T  F A R M I N G

But w e wanted to speed the process. W e could not 
approach the individual peasant all the time. It is very 
difficult to achieve that. It was through the cooperative 
principle that again we could lift his mind out, apart 
from  his activities, and our approach was ultim ately to 
the mind. I do not accept the statement often made that 
the Indian peasant is so frightfully conservative that you 
cannot make him  come out o f that rut. H e is a very intelli
gent person, given the chance, only a little cautious, only 
w anting some proof, some evidence o f w hat he is asked to 
do —  that is a good thing —  and not taking too much 
for granted. N ow  that makes Cooperation in India for the 
rural people absolutely essential.

In  fact, as some o f you m ay know, about 30 years ago, 
there was a Commission on A griculture appointed by the 
then British Governm ent in India and that Commission 
said that there is no future for Indian agriculture except 
through Cooperation. A nd that was not a revolutionary 
Commission. It was a very conservative Commission.' T here
fore, we have asked that these service cooperatives deal with 
not m erely credit, etc. but most o f the economic activities 
o f  the peasant.

6 COOPERATIVE LEADERSHIP IN SOUTH-EAST ASIA
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Then we went a step further. W here this could be done, 
and where people were willing, we told them that it would 
be desirable for them to have join t farming, joint culti
vation, but retaining, their property rights; each individual 
his share —  it is difficult to retain it in the exact patch 
you are farm ing but broadly the share, and in getting a 
proportion o f the productive income according to his share, 
as w ell as according to his w ork; that is according to the 
amount o f land he put into the common pool and according 
to the w ork he did there himself.

Further, it was open to him  or her, after a period, to w ith
draw  from  it i f  he or she chose. Rules for w ithdrawal 
would be laid down. He should not upset everything made. 
Therefore, we felt that in this kind o f  jo in t farming, with 
these little patches, it would be easier to use better tools, 
better equipment, etc. with larger patches than tiny half
acre and acre plots. A nd I am convinced that this kind of 
join t farm ing is desirable and necessary. I cannot for the 
moment say that it is desirable all over India in every 
condition. Conditions vary. But broadly speaking I think it 
is. But as I have said, that is entirely for the people con
cerned to decide. For the moment we are stressing service 
cooperatives.

A  D I F F E R E N T  M E N T A L I T Y

H aving formed service cooperatives, it is for that Cooperative, 
when it considers it necessary, to take another step or not 
to take it. But behind all this, i f  I  m ay say so, is again not 
some kind o f technical approach, but an attem pt to influ
ence and somewhat change the m ind ..of the people, to get 
them  out o f  those narrow grooves. This o ld s ty le o F  agricul
ture does make them  function in these narrow grooves, 
unconnected with the rest more or less —  and to some extent 
the modern structure o f society is also, in theory at any rate, 
not very cooperative. It is com petitive. I do not mind 
com petition on the right lines, but i f  that competition is 
based entirely on the acquisitive instinct o f the individual, 
it brings trouble. I have no doubt that that particular basis



o f an economic or political structure is no longer suited to 
the w orld’s present condition, apart from the fact that in 
theory at least — - in practice in some places, but in theory 
everywhere —  it has passed out o f the age o f scarcity into 
the age o f abundance. W e have not in In d ia: ofcourse not. 
But in theory it m ay be done. It m ay take a little time and 
we have to think in entirely different terms. However, 
the method o f an acquisitive society as at present is, I think, 
quite out o f  date. W here every country sits on the threshold 
o f the other country, everybody is so crowded together in 
this world today, that unless we develop a completely 
different mentality, the cooperative m entality, we come to 
grief and we come into conflict. T h at is the basic thing.

A  T E R R I F I C  J O B

T h at is w hy about 25 or 30 years ago our national move
ment, long before Independence, laid down that we wanted 
to build up a Cooperative Com m onwealth. N ow  i f  you ask 
me w hat exactly that means, I w on’t be able to define it. 
But it does give you the idea o f our approach. O ur 
whole m ental approach was for a constitution and a living 
structure o f society to be built up on this approach and these 
principles o f Cooperation. I hope that will be possible. 
W e are trying to give effect to it in our rural areas, 
which again is 80 per cent o f  India. Therefore the whole 
future o f  India really depends on the success o f this approach 
o f ours to these vast numbers, hundreds o f  millions o f  people. 
W ith that naturally come processes o f  training, etc. W e 
cannot just ask them to cooperate. Therefore we have to 
train them  in a very big w ay —  educate them  and 
give them some special training. It is a terrific job. 
But even w hat little we have done, has given us hope 
and confidence. I have no doubt that we shall go ahead 
faster/W e have gone ahead pretty fast, and we should go 
ahead faster and faster than most people imagine in this 
work, in which the burden o f it has to be borne, b y  us. It is 
not something out o f the book. After all, the materials we 
work with are the human beings in India, and human
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beings differ from each other. A nd as the basic principle o f 
a Cooperative is a voluntary principle and the principle 
o f voluntary cohesion, this cannot be done by a stroke o f 
the pen or by some forceful methods, because you knock the 
bottom out o f it i f  you do that. So it is slow work, too. Some
times, i f  it spreads, it spreads fast. Anyhow , we have to bear 
the burden. But in doing so, we naturally would greatly 
welcome your help and assistance from your great experience 
in other countries, where this cooperative principle has gone 
far and is working efficiently in a big w ay. W e would 
welcome that help and assistance. A nd o f  course, to us, as 
I have just pointed out, this cooperative principle is not just 
a w ay o f  credit or marketing. T h at o f course it is. But i f  I 
m ay say so, it is also a w ay o f life. I f  you make it a w ay o f 
life you not only tend to solve the country’s problems but 
also, no doubt, help in solving international problems.

Cooperation and the M in d  o f  the Villager 9



The Role of  Cooperat ion in
Mauritz Bonow Economic and Social

Development

S O M E  G E N E R A L  R E M A R K S

T h e  theme chosen for this lecture is a very vast one. It is, 
therefore, necessary to lim it the scope o f m y survey.

It  is obvious that the role played by Cooperation in 
economic and social developm ent differs very considerably 
according to the external milieu in which a given Coopera
tive M ovem ent is operating.

In  countries with a centrally planned economy o f  the 
Com m unist type, the role o f Cooperation is, in  m any 
im portant respects, quite different from w hat is the case 
both in the developing countries and in the Western States. 
In the Communist countries the Cooperative Organizations 
are, and w ill remain, instruments in the hands of the State 
authorities, and the character o f voluntariness and self-help 
in the M ovem ent is entirely lacking. T h e decision whether 
Cooperative Organizations in certain sectors shall act as 
producing, purchasing and/or m arketing organizations 
rests solely with the State authorities, i.e. in practice, with 
the only political party which has the control o f the State 
apparatus. T h e problems o f  the relations between the State 
authorities and the Cooperative Organizations in the 
Comm unist countries will, however, not be dealt with 
in this paper, because m y knowledge o f economic and 
social conditions in those countries is insufficient for such a 
task.

The scope o f this paper w ill be confined to Cooperative 
M ovem ents w hich already are or, after a transitional period 
o f  State sponsorship, are intended to become voluntary 
self-help organizations in the true sense o f the w ord, that is to 
say owned, directed and controlled b y  the members them 
selves and their dem ocratically elected boards and com 
mittees, leaders and other office holders.
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T h e problems and tasks confronting such voluntary 
Cooperative Movements in highly industrialized countries 
and in countries where agriculture makes the over
whelm ingly major contribution towards national income, 
obviously differ in several respects. It is, for instance, easier 
to develop consumer cooperation based upon the purchasing 
interests o f big  groups within the w age and salary-earning 
population in the more industrialized countries than to do 
it in countries where the industrialized and urban sector o f 
the economy is very small. O n  the other hand there is, as a 
rule, great scope and need in the latter countries for different 
forms o f farmers’ cooperatives, be it credit societies, co
operative enterprises o f the multipurpose type, specialized 
purchasing and/or m arketing societies serving the farm ing 
population. Experience has, however, shown that in newly 
developing countries as well as in more industrialized 
W estern countries there is scope for cooperative forms o f 
enterprises o f  a num ber o f different types. T he practical 
question is often to give priority in planning to certain forms 
o f  Cooperative Organizations, in order to suit the special 
ecoiiomic and social conditions in a country at a given 
stage o f development.

In  dealing with the role o f Cooperation, it is necessary to 
consider the infinitely great variety o f social and economic 
conditions that obtain in different countries even in the 
same regions o f the world. T h e enormously complicated 
pattern o f interrelations between the general economic and 
social development and the special contribudons which the 
Cooperative M ovem ent can render makes it necessary to 
pool the experiences derived from  the Cooperative as also 
from  the general economic and social developm ent in 
different parts o f the world during the century which has 
elapsed since the cooperative form o f enterprise originally 
emerged. T h e experience gained in a certain country or a 
certain region o f  the world o f  problems and difficulties 
w hich have successively been confronting the cooperative 
form o f enterprise cannot be looked upon as relevant in all 
respects for Cooperation in other parts o f  the world. The 
solutions o f certain difficulties w hich have been arrived at
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in one country or in some countries cannot simply be copied 
in other countries. T he experience gained has always to be 
adapted to regional and national economic and social 
conditions. Nevertheless a systematic exchange o f  organi
zational and technical know-how between Cooperative 
M ovements within a certain region o f  the world and also 
between Cooperative M ovements w orking in quite different 
economic and social environments is always o f importance.

Turning from these general considerations and bearing 
in mind both the usefulness and the limitations o f the value 
o f cooperative experience in one part o f the world for 
cooperative development in other regions and countries, 
my hum ble contribution to this seminar w ill be to relate 
some experiences o f the role played b y Cooperation in some 
Western countries. For obvious reasons it is natural for me 
in this survey to draw  rather heavily upon the experiences 
gained in Scandinavia and more particularly in m y own 
country, Sweden. I am quite aware o f  the fact that such a 
survey can only serve the modest aim  o f presenting a 
starting point for a discussion where the participants in the 
seminar w ill make the really im portant contribution by 
pooling their experiences o f  the present and potential role 
o f  Cooperation in the economic and social development 
within their respective countries.

S O M E  G E N E R A L  F A C T O R S  D E T E R M I N I N G

E C O N O M I C  A N D  S O C I A L  D E V E L O P M E N T

Every effort to list some main factors deciding the general 
trend o f economic and social developm ent is o f course open 
to criticism. It  w ill in  any case mean an over-simplification 
o f the exceedingly complicated pattern o f very m any partly 
interrelated factors. Nevertheless four very important 
elements m ay be mentioned to illustrate at least some 
principal factors determining the trend towards economic 
and social progress in W estern countries.

(a) The industrialization process

T h e Industrial Revolution starting in G reat Britain and 
spreading to the European continent is the first m ain factor



to be mentioned. This still continuing process meant, as is 
well known, the collapse o f the old self-supporting household 
economy and an increasing division o f  labour and the 
establishing o f the so-called money econom y. D uring the 
initial stages when private capitalism in the form o f large 
industries emerged, the first voluntary efforts towards self- 
help in a cooperative form manifested themselves. T h e 
large but econom ically weak groups o f  the population, 
workers, artisans and farmers who could not individually 
enter into competition felt the pressing need for creating 
cooperative enterprises as a defence against economic 
exploitation. Com m on to all o f these groups was their 
attempt, as one o f  the Rochdale pioneers expressed it, to 
take “  their economic affairs in their own hands.”  The 
growth o f  industrialism and its consequences were thus a 
prerequisite and an incentive to Cooperative Organization.

T h e industrialization process took place in a  num ber of 
Western countries later than in G reat Britain. In  Sweden, 
for instance, the farm ing population represented about 
80 per cent o f the total population as late as 1880. Once 
started, however, industrialization proceeded rather rapidly. 
T he farmers in Sweden today constitute only somewhat 
more than 20 per cent o f  the total population. T he indus
trialization process has been accom panied b y a continuing 
increase in productivity within all sectors o f  the economy. 
Increased efficiency w ithin the national economies has 
resulted in a continuing augm entation o f the consumption 
volume and the standard o f  living for all strata o f  the popu
lation. D uring the short period 1938/39-1957 the gross 
national product (i.e. the national income) per inhabitant 
in Sweden rose, in  stable m oney value, (index figures) from 
100 to 443. >

(b) The disappearance o f illiteracy

A  second factor o f the utmost im portance for the general 
economic and social development was the gradual education 
o f the illiterate masses in the Western countries.

Takin g m y own country again as an example, a legis
lation was passed already in the middle o f the nineteenth
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century about compulsory attendance for the children in 
prim ary schools, but in fact it was not until the last decades 
o f the nineteenth century that illiteracy was generally 
abolished. T he further developm ent o f the educational 
system took place gradually and the very striking results in 
higher education for the great parts o f the Swedish popu
lation did not m aterialize until this century.

T h e gradual process o f abolishing illiteracy was 
one very im portant prerequisite for creating voluntary 
Cooperative Enterprises. A lready the equitable pioneers o f 
R ochdale w ere fully aware o f the im portance o f education. 
Ever since it has been a tradition o f great and growing signi
ficance for the Cooperative M ovem ents to devote a consi
derable part o f  their resources for educational purposes. 
This educational activity is manifold and in several countries 
assumes very im portant scope. In Sweden, for instance, 
the C ooperalive M ovem ent issues periodicals and books 
with a very big circulation, organizes an im portant study 
circle activity in which special auxiliary wom en’s organi
zations take an im portant part, gives college training to 
office bearers and employees, board and committee mem
bers, runs a correspondence school o f its own, etc. Another 
example are the special educational meetings for house
wives, which are attended annually by  about one-fourth o f 
the total active membership o f consumer cooperatives in 
Sweden.

D uring the period when higher school education was not 
available to big groups o f  cooperative members, the co
operative contribution to adult education was to a great 
extent to supplement the education given in the prim ary 
schools. As school education becam e successively better, the 
emphasis o f cooperative education was gradually shifted 
towards social, economic and fam ily economic subjects 
(price and quality o f goods, consumer protection subjects 
and so on).

Special im portance has furthermore been attached to 
educating cooperative members and their elected repre
sentatives not only in cooperative principles but in all 
problems connected with the successful m anagem ent o f
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Cooperative Enterprises. This education is o f  param ount 
importance for m aintaining Cooperation not only as an 
efficient form o f economic enterprise but as a real popular 
movement w hich stands for economic dem ocracy in a 
growing cooperative sector o f the economic life.

fic) The growing influence o f the democratic State

D uring the earlier stages o f the industrialization process the 
role o f the State was confined to guaranteeing the citizens’ 
protection (“ night w atchm an’s sta te” ). T h e gradual trans
formation o f the social system in the W estern countries 
towards political dem ocracy based upon the principle of 
equal hum an rights, has been accom panied b y a succes
sively growing influence o f  the State authorities over 
economic and social life. T h e State authorities have taken 
over a num ber o f  tasks with the aim  o f safeguarding the 
common interests o f all citizens (e.g. social reforms' protect
ing all citizens during illness and unem ploym ent, pension 
systems for old people, other forms o f collective consumption, 
full em ployment policy, etc.). This expansion o f the public 
sector has gradually transformed “  the night watchm an’s 
state ”  o f the era o f economic liberalism to a more or less 
pronounced dem ocratic social welfare State. This gradual 
process has not resulted in an absolute concentration of 
power vested in the State authorities. It has to a very great 
extent taken the form o f a decentralization o f certain 
functions. For instance, the Central State authorities have 
transferred several social tasks to district and country 
authorities which are entrusted w ith the regional im ple
m entation o f the State legislation. A  great m any tasks within 
the fram ework o f  the general social welfare policy o f the 
State have been entrusted also to local authorities (munici
palities) . G radually, however, there has also been established 
a division o f tasks between the public authorities (national 
regional and municipal) on the one hand and voluntary 
organizations o f different kinds on the other, created b y the 
citizens to protect their own economic and social interests 
through free collaboration. T h at special aspect w ill be dealt 
w ith in the next paragraph.



(ii) The increasing importance o f voluntary economic 
and social organizations and popular movements

W hen the old self-supporting household economy In the 
W estern countries was gradually transformed into the 
modern m oney and market econom y, big groups o f the 
population becam e aware o f the need for jo in ing together 
to protect im portant economic and social interests which 
w ithin each group were common to all its members. I think 
the best w ay for me to illustrate this process o f the gradual 
developm ent o f strong voluntary organizations to take care 
o f common interests for big population groups m ay be to 
try and show what has happened in this respect in m y own 
country.

(.e) Organizations in the labour market

The workers and other wage-earners began already during 
the last few decades o f the nineteenth century to organize 
themselves in local trade union branches. Just before the 
end o f the last century a num ber o f  local trade union 
branches in their turn formed a national organization. In 
Sweden where the total population today is 7.5 millions 
the trade union movement comprises 1.4 million individual 
members. T h e  employers have also form ed federations o f 
their own within different lines o f business and a national 
confederation. Both the trade union m ovement and the 
employers’ associations have an “  organization percentage ”  
which is close to 100 per cent. T h e exam ple o f the'workers 
organized in the trade unions was followed in the beginning 
o f the thirties by the growing group o f  “  white collar ”  
employees in Sweden. These are now organized in tw o 
national unions with a total membership o f about 400,000. 
T h e  im portance o f such strong organizations o f wage- and 
salary-earners and employers has resulted in a considerable 
stability on the Swedish “  labour m arket.”  T h e organi
zations o f the employers and the employees have between 
them concluded agreements w hich in practice prevent and 
at the same time make unnecessary any State intervention
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as far as wages and salaries are concerned. State legislation 
in this field has been confined to regulating working hours, 
paid holidays and pensions. T he State also provides a kind 
o f conciliation service in case the parties concerned wish to 
use it, but there is no compulsion to settle labour disputes 
over wages at all. In practice there are very few strikes and 
lock-outs in-Sw eden though there is o f course a hard bar
gaining before a compromise between the parties concerned 
is reached. This very im portant sector o f the economic life 
in Sweden is thus controlled entirely by voluntary and 
dem ocratic organizations.

c o n s u m e r s ’ c o o p e r a t i o n

T he first efforts to create consumers’ cooperatives, in Sweden 
date back to the middle o f the nineteenth century. D uring 
the last few decades o f the nineteenth century a number of 
sporadic efforts were made to create consumer soqieties both 
in rural and urban districts. A t that time the so-called truck 
system was fairly widespread especially am ong the industrial 
workers. T h ey had often to get their meagre wages in the 
form o f goods delivered by retailing enterprises operated by 
the factory owner. These and other private retailers were 
as a rule selling goods o f bad quality and at high prices. T he 
workers had usually contracted very large debts to the 
retailers. The consumer societies which were then started 
had a great num ber o f difficulties to overcome -—  lack o f 
experienced personnel, lack o f working capital, the need to 
give consumption credits to compete with private retailers, 
insufficient control, etc. T h e development was characterized 
by a very high death' rate among the Cooperative Societies. 
Through the m ethod o f trial and error, however, a gradually 
growing experience was gained. This m ade it possible to 
run some cooperative stores successfully ,and to accum ulate 
capital. Before a national union was formed the results of 
the sporadic efforts were, with few local exceptions, 
insignificant.

In 1899 a Cooperative U nion was form ed to provide the 
local Cooperative Societies with assistance in the form o f

2r



educational and organizational activity, auditing service, 
etc. Five years later —  after some unsuccessful experiments 
with separate Cooperative W holesale Societies —  the C o
operative Union started a wholesale department o f its own. 
This wholesale department began to collect buying orders 
from  the Societies, acting as an agent for them and pur
chasing food-stuffs and such every-day necessities from 
private factories, importers and wholesalers. T h e accum u
lation o f  capital in the wholesale was made possible by 
retaining the yearly savings in the small organization (the 
dividends from the wholesale to the societies) in the form of 
share capital held by the Societies in the Cooperative U nion 
and wholesale society. Besides the gradual expansion o f  the 
wholesaling activity, the central organization succeeded 
by, for example, elaborating model rules to get the local 
societies to apply sound economic principles, cash selling, 
better control, training o f  the managers and cooperative 
staff in  the Societies, etc. This developm ent gradually 
resulted in increased financial strength and a stronger 
bargaining position within both the local societies and the 
Cooperative Wholesale Society and Union. T he Cooperative 
W holesale Society and U nion in Sweden, because of boycott 
actions from private factories and private wholesalers, was 
very early also forced to start industrial production o f its own.

W ithout discussing the gradual development, I m ay 
illustrate the present position o f the Consumers’ Cooperative 
M ovem ent in Sweden w ithin the national economy. T he 
local consumer organizations have a total membership of 
i . i m illion families. T he consumer cooperative societies now 
control about 15 per cent o f the total retail trade o f the 
country. In  the food-stuff retail distribution the percentage 
is close to 30 per cent. O f  all the self-service shops in Sweden 

'(the form  o f retail distribution which in regard to food
stuffs and other daily necessities is likely to be the dom i
nating form in the future), the Consumer Cooperative 
M ovem ent now owns 55 per cent. As far as production is 
concerned the Cooperative M ovem ent controls generally 
between 15 and 35 per cent o f  the national output in those 
branches where it has started factories o f its own. In
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production o f vegetable oils the corresponding figure is 
about 90 per cent.

T h e economic im pact o f the Consumer Cooperative M ove
ment in. Sweden could be described in the following terms. 
Through efficient m anagem ent and keen competition with 
the private retailers the local Cooperative Societies influence 
the retail costs and the retailing margins very considerably 
to the benefit o f  the consumers. By keeping low dividends on 
purchases, generally 3 per cent, the advantage o f the efficient 
price-com peting consumer cooperative societies is not 
restricted only to the members. T he effect is spread also to 
those who buy in private retailing outlets, because these have 
to adapt their prices as far as possible to those ruling in 
the cooperative shops. The same applies to the fields o f 
wholesaling and production activities undertaken by Swedish 
Consumers’ Cooperation. In very great num ber o f cases the 
starting o f cooperative production has m eant that private 
cartels and monopolies have been forced to reduce their 
prices very considerably. Striking examples are the results 
achieved through cooperative com petition in the production 
o f  m argarine, vegetable oils, rubber shoes and rubber tyres 
for bicycles and automobiles, electric lamps, flour and 
flour products (macaroni and bread), cash registers, scales, 
bath tubs and other sanitary goods, household china, 
furniture and textiles. T he initial result o f  cooperative 
competition in the sphere o f production has, in m any cases, 
been to transfer the monopoly profit to the consumers in 
the form o f lower prices. T he long term result in many 
cases has, however, been still more important. Competition 
from an efficient cooperative enterprise has resulted in 
sustained efforts by the com peting private factories to 
rationalize the production processes in their plants thus 
reducing the costs and ultim ately the prices o f  their products 
to the advantage o f the consumers.

Besides the healthy influence o f  the Cooperative M ove
ment in the spheres o f distribution and production, the vast 
educational activity o f the Consumer Cooperative M ovem ent 
should be taken into account. As already mentioned, these 
educational efforts supplement the com m ercial initiatives to



reduce the prices1 and im prove the qualities o f  the goods 
by consumer information.

F A R M E R S ’ C O O P E R A T I O N

T he farm ing population in Sweden is m ainly composed o f  
owners o f small-sized or middle-sized farms. T h e structure 
o f agriculture in the other Scandinavian countries is similar. 
A lready in the nineteenth century the farmers in Sweden 
began to take an interest in the cooperative form o f enter
prise. T h e  Danish farmers succeeded very early —  in 
achieving im portant results both in respect o f consumers’ 
cooperation and credit and m arketing cooperation. The 
founding o f a national union in Sweden played a very 
im portant role in the farm ers’ early endeavours to co
ordinate the local efforts. T h e first national union among 
farmers in Sweden was formed in the beginning o f  the 
twentieth century. This union was an apex organization for 
local and regional Cooperative Societies o f the multipurpose 
type. These societies were service cooperatives for the 
farmers. T h ey  m arketed their w heat and rye and other 
grains and purchased feeding stuffs, fertilizers, agricultural 
machines and other implements used in the production on 
the farms. Local cooperative dairies were formed as 
also some other specialized local m arketing societies for the 
Swedish farmers. It ought to be noted that in procuring 
food-stuffs not produced on the farms and other daily 
necessities, the farmers in Sweden to some extent joined 
together w ith workers and handicraft people and other 
groups in consumers’ societies. Special consumers’ co
operatives to provide for the needs o f  the farmers in these 
respects were thus not founded in Sweden. Like the

1 I have discussed these problems in. some detail in the following two 
papers: (t) "  The Cooperative Movement and the Protection of
the Consumer,”  International Labour Review, October i960; 
(«) Cooperation in a Changing World: A Survey o f Objectives and Methods 
with special reference to the Western Cooperative Movement. A  paper 
prepared for the 21st Congress o f the IC A , Lausanne, 10 to 13 
October, i960.
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consumers’ organizations, the local farm ers’ societies both of 
the multipurpose type just mentioned and m arketing societies 
for different agricultural products met with initial difficul
ties, which caused m any local societies to disappear through 
bankruptcy. O n  the whole, farmers’ cooperation played a 
fairly small role in the Swedish national economy during 
the first decades o f the twentieth century especially in 
comparison w ith the exceedingly w ell-developed and strong 
farmers’ cooperative buying and m arketing organizations 
in Denm ark. This m ay partly be due to the fact that Danish 
agriculture was, and is, to a high degree specialized in 
production for the world market, whereas the Swedish 
agriculture is dependent upon the home m arket for a rather 
high percentage o f its sales.

T h e situation just indicated in Sweden changed rather 
radically in the thirties. Swedish agriculture >was severely 
hit by  the world-wide combined industrial and agricultural 
depression. T h e  prices o f the agricultural products went 
down to such an extent that a big  portion o f the Swedish 
farm ing population was threatened by economic disaster. 
In this situation the State authorities in Sweden started a 
combined agricultural and industrial support policy. T he 
industrial sector got support by big public works and 
deficit financing in order to diminish the high industrial 
unemploym ent figures and increase the purchasing power 
among the population groups earning their livelihood 
in industry and trade. The agricultural support policy 
aim ed at bringing up the prices o f  farm products and thus 
also the incom e o f the farmers to a more reasonable level. 
A  very com plicated system o f State levies combined with 
subsidies to the farm ing population was created. Because a 
fairly small percentage o f the total production volum e from 
the Swedish farms was exported, it was possible to operate 
a num ber o f m arketing schemes w hich m eant in practice 
that home m arket prices o f Swedish food-stuffs were 
increased above the exceedingly low world market level.

It was, however, soon found out by the State authorities 
that the successful operation o f the m arketing schemes which 
had been decided upon in principle by the Governm ent
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and the Parliam ent would m ake it necessary that the 
farmers themselves should jo in  together in cooperative 
m arketing organizations in order to control the supply o f  
the farm  produce both in the home and the export markets. 
This knowledge resulted in a legislation which made possible 
the operation o f a vast m arketing scheme for the milk 
products (liquid milk, butter and cheese) and w hich was 
dependent upon the farmers’ willingness to join  in an effort 
to create a  cooperative m arketing system for the milk 
products. T he necessary pre-requisite for the operation o f 
this m arketing scheme was that a minim um  num ber o f  at 
least two-third o f all farmers in Sweden who were selling 
milk to dairies should in practice accept the proposal. T h e 
new dairy societies which w ere accordingly founded and the 
older cooperative dairy associations should furthermore 
together represent at least three-fourth o f  the total quantity 
o f m ilk received b y all cooperative dairies in the country. 
In  order to simplify the task o f  rapidly organizing the 
farmers in cooperative dairy societies o f their own, the State 
granted some subsidies and gave other support. T he result 
was that in 1932 a national apex association o f cooperative 
dairies was formed after an intense propaganda cam paign. 
T h e  target figures just mentioned were reached w ithin an 
astonishingly short time. As a consequence, the State autho
rities could put this m arketing scheme into operation and 
thus achieve w hat was the aim : a gradual rise from an 
exceedingly low level o f income w hich the Swedish farmers 
derived from m ilk production. A t this initial and critical 
period for the Swedish farmers different kinds o f State 
support were also given to cooperative m arketing organi
zations for other farm products with the same result.

This example o f collaboration between the State and 
cooperative m arketing organizations is another illustration 
o f the division o f tasks between the State authorities and 
voluntary Cooperative Organizations in Sweden. T h e State 
regulating measures to support the Swedish farm ing popu
lation which continue to exist, though in a somewhat 
altered form, are to a certain extent still operated through 
the farm ers’ own Cooperative Organizations. T h e tasks



connected with the governm ental m arketing schemes are, 
however, handled separately within the farmers’ Cooperative 
O rganizations besides their main work as service organi
zations for the farmers in collecting, processing and distri
buting the farm produce.

T h e present role o f farmers’ Cooperative Organizations in 
Sweden’s econom y m ay be judged from the following facts. 
Practically every farm er in the country is now a member in 
several o f the local cooperative m arketing and/or supply 
organizations. Practically all the m ilk in the country is 
collected and processed through the farmers’ cooperative 
dairies and their national apex organization. T he dairies 
owned jo in tly  by the farmers are highly rationalized and 
modern enterprises. The farmers, therefore, derive great 
economic advantages from their own enterprises. Further
more, the whole export o f butter is handled by the farmers’ 
own apex organization and a considerable percentage of the 
im port and export o f cheese is controlled by the farmers’ 
cooperatives. T he farmers have also created cooperative 
m arketing organizations o f their own, for instance, for grain, 
eggs, livestock and forest products. In these trades the 
farmers’ own organizations control between 60 and 80 per 
cent o f the total supply. Even as regards credit facilities the 
farmers’ own organizations p lay an im portant role. T o  a 
lim ited extent the farmers’ dairy societies and other m arket
ing societies have also started retailing outlets o f  their own 
in towns, and villages. The percentage o f the farmers’ 
retailing in the total national figures is, however, only 
about five per cent. T h e really im portant results for the 
farmers w hich their .own cooperative m arketing organi
zations have achieved are in collecting, processing and 
wholesale distribution o f the farm  produce.

As wholesalers in food-stuffs the farm ers’ cooperatives 
collaborate w ith the Consumers’ Cooperative M ovem ent as 
w ell as with private merchants. There exists a special colla
boration agreem ent between consumers’ and farmers’ 
cooperation. T he two types o f  Cooperative Organizations 
have even created some im portant join t enterprises. This is 
for instance the case in the production o f fertilizers (nitrogen)
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and in the im port and wholesaling o f petrol and mineral 
oils. T h e latter activity is carried on through a joint enter
prise owned by consumers’ cooperatives, the farmers’ and 
fishermen’s cooperatives and a special Cooperative O rgani
zation founded by car-owners. (It m ight be mentioned that 
this jo in t cooperative petrol enterprise is already controlling 
about 15 per cent o f  the sales in the Swedish market and is 
yearly increasing this share.)

R E L A T I O N S  A M O N G  T H E  V O L U N T A R Y  

O R G A N I Z A T I O N S  A N D  B E T W E E N  T H E M  A N D  

T H E  S T A T E

In the preceding section o f this lecture I have been dealing 
with some o f the most im portant economic organizations 
and popular movements which are to a greater or lesser 
extent a common feature o f industrialized Western States. 
Besides these economic organizations there are in many 
countries, especially in Scandinavia, a number o f voluntary 
organizations in other fields. A p art from the political parties 
which in several cases have the character o f democratic 
popular movements, there are, for instance a num ber o f 
voluntary popular organizations o f a religious character. 
There are furthermore special so-called temperance move
ments and a num ber o f national w om en’s and youth organi
zations. It is a very significant feature o f  m any western 
democracies that such voluntary organizations with very 
vast support from different groups in the com m unity are 
playing an im portant role in shaping'the social development, 
thus supplem enting in several fields the activities o f  State 
and m unicipal authorities. This is another example o f  the 
tendency to divide the tasks in the field o f constructive 
social work between public authorities and voluntary 
dem ocratic organizations.

Concentrating again upon the im portant voluntary 
organizations mentioned in the preceding section which are 
active in the economic field, it ought to be added that these 
organizations, have, through negotiations and voluntary ag
reements between themselves, built up a  rather com plicated
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network o f  conciliation and collaboration committees. 
Such committees serve the purpose o f settling disputes about 
dem arcation lines between the activities o f the different 
voluntary organizations and other differences o f opinion 
w hich m ay arise in fields where the members o f the volun
tary organizations m ay have somewhat conflicting interests. 
Such committees furthermore have, as already indicated, 
also the task to act as organs for collaboration between the 
voluntary oganizations in such fields w here these organi
zations have more or less common aims to protect. Thus 
there exist a number o f conciliation and collaboration 
committees between, for instance, the national organizations 
o f the employers and employees, between the ordinary trade 
unions and the trade unions o f  the w hite collar groups, 
between Consumers’ Cooperation and the two trade union 
movements'just mentioned, between Consumers’ Cooperation 
and Farm ers’ Cooperation, and so on. This complicated 
system relieves the State authorities o f  the task o f over
bridging conflicting views and interests between the various 
voluntary organizations, and makes it unnecessary for the 
State* to act through compulsion or arbitration In order to 
reconcile conflicting interests between such organizations. 
These problems are solved by peaceful negotiations leading 
eventually to compromises between the voluntary organized 
groups themselves and thus a great measure o f  internal 
stability and social peace is created within the democratic 
society.

There are also very good relations between the voluntary 
national organizations on the one hand and the democratic 
State authorities on the other. In  several W estern countries, 
such voluntary societies not only play an important role in 
fostering a generally widened social opinion through their 
m ember education activity, but also their national apex 
organizations are now being increasingly called upon by the 
State to assist in the form ulation and implem entation of 
social and economic legislation. This m ay be illustrated by 
an exam ple from  Sweden.

W hen im portant economic and social legislation is 
contem plated, the general method used is to set up first of



all inquiry committees to investigate the problem  concerned. 
Such investigating bodies usually consist o f  representatives 
from the political parties in Parliam ent and also o f  repre
sentatives from national voluntary apex organizations, such 
as the trade union m ovement, Consumers’ Cooperation, 
Farmers’ Cooperation, etc. T h e choice o f the representatives 
from the voluntary organizations depends on whether the 
problem to be investigated directly or indirectly concerns the 
m ovement in question, and generally takes the form  o f 
informal consultation between the cabinet minister con
cerned and the board o f the relevant voluntary organization.

A fter a proposal for a new bill has been worked out, the 
report o f the inquiry committee and the proposed text o f  the 
bill is-regularly "sent out not only to the State departments 
concerned but also to the most im portant voluntary national 
organizations. T h ey  are asked to present their views and to 
propose amendments-to the bill in the form o f written state
ments to the. Governm ent. T h e points o f view  expressed by 
the popular movements are given adequate consideration 
before the bill is finally presented to Parliam ent and enacted. 
As already indicated, the popular movements are often also 
requested by the State authorities to contribute in im ple
m enting economic and social legislation. This m ay be 
exemplified from Sweden by mentioning the composition 
o f  the State board w hich is handling the governm ental 
support measures for agriculture referred to earlier in my 
lecture. In this agricultural board, consisting o f  five persons, 
the president is an outstanding civil servant; there is, in 
addition, one representative from  the trade union m ove
ment, one from consumers’ cooperatives and two from  
farmers’ cooperatives. Sim ilar examples o f  a strong influence 
o f  the voluntary organizations in other State boards entrusted 
with im portant economic and social tasks could also be 
mentioned. \

T o  sum up m y foregoing description o f Swedish condi
tions : There actually exists a systematic division o f  tasks 
through different forms o f  collaboration between the public 
authorities and the voluntary national organizations which 
to a great extent relieves the State authorities from the task
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o f  detailed regulation and direction o f  the economic and 
social development in certain spheres. These forms o f  colla
boration contribute also through compromises between 
different organized groups in the dem ocratic com m unity 
to ensure a rather w ide support from the general opinion 
outside Parliam ent in favour o f  the economic and social 
policies w hich are enacted by the Governm ent and 
Parliament.

Aldous H uxley in his book Brave N eiv World Revisited has 
presented a somewhat" pessimistic analysis o f  the possibilities 
o f  m aintaining and extending the dem ocratic system under 
present political, economic and social conditions in the 
world. In his discussion about measures to be taken in order 
to strengthen the dem ocratic system M r. H uxley deals, 
inter alia, w ith both the problem  o f overpopulation and the 
param ount need for increased economic, financial and tech
nical assistance to the developing countries. The following 
passage is particularly relevant to our present subject:

T h e right to vote “  is a great privilege. In practice, as 
recent history has repeatedly shown, the right to vote, by 
itself, is no guarantee o f liberty. Therefore, i f  you wish to 
avoid dictatorship by plebiscite, break up modern society’s 
vast', machine-like collectives into self-governing, volun
tarily cooperating groups, capable o f functioning outside 
tKe bureaucratic systems o f Big Business and Big G overn
m ent.”  Mr. H uxley stresses in this connection specifically 
tluTrole o f different forms o f  voluntary Cooperation.

There is m uch to be said in favour o f  this conclusion 
arrived at by M r. H uxley. As shown in this lecture, based 
upon Swedish experience, a decentralization o f  power might 
very well, not only in theory but also in practice, be a 
corollary to a successful operation o f  democracy. It is also in 
fact the most efficient method o f implementing economic 
planning in dem ocratic countries.

C O N C L U D I N G  R E M A R K S

M y survey has shown that the Cooperative M ovem ent —  
both farmers’ and consumers’ as also other types o f
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cooperative enterprises not specifically mentioned —  plays 
an im portant role in  increasing economic efficiency in those 
fields in which its activities have so far been concentrated. 
There is furthermore wide scope for an im portant expansion 
o f the cooperative form  o f  enterprise in m any countries. 
This w ill gradually increase the im portance o f Cooperation 
as an effort to achieve greater efficiency in distribution and 
production o f  goods and services. Through extended colla
boration betwreen the different types o f Cooperatives, 
especially farmers’ and consumers’ cooperatives, the costs 
o f  distribution and production can be brought down to the 
m utual advantage o f producers and consumers alike.
^ T h e  Cooperative Enterprises are not only instruments in 
“the hands o f  their members to protect their economic 
interests and secure reasonable prices and better quality 
goods, however im portant this aspect o f Cooperation in 
itself m ight be. Cooperation, in fact, serves a double aim. 
Besides the economic saving, it can procure for its members 
and indirectly for the com m unity as a whole, Cooperation 
is, because o f its character as a free and voluntary dem o
cratic popular movement, a practical method o f educating 
the citizens into an enlightened dem ocracy. The task o f  
m anaging Cooperative Societies is probably the most 
effective w ay by which ordinary men and women learn how 
to collaborate in a constructive task and to deal with 
econom ic realities. A cting as board and committee members 
and office bearers in voluntary Cooperative Societies, even 
i f  these are small and local in character, is a training in 
applying dem ocratic principles to the economic field. This 
training will also produce results which are o f  great value 
for the application o f dem ocratic working methods within 
the municipalities, within the larger national context and 
within different state organs. T o  support the practical 
experience gained in m anaging local Cooperative Societies, 
district unions, national unions and apex organizations, a 
vast and intensive programm e o f cooperative education is 
necessary. Such education must aim at creating an ever 
increasing cadre o f  cooperative leaders and managers at all 
the different levels just mentioned. This is a very important
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but time-consuming task w hich w ill call for great and sus
tained efforts. Therefore the problem  o f cooperative 
leadership, which is the key theme of-this seminar, is, and 
w ill for the future remain, the most central task for all those 
who in one w ay or another are concerned about the role 
Cooperation can and should pis ing economic

Before concluding m y survey, let me once more stress the 
fact'that m y experience is m ainly based on w hat Cooperation 
has so far achieved in the Scandinavian countries and more 
particularly in Sweden. D uring discussions in the seminar, 
it w ill be an im portant task to pool the experiences gained 
in the course o f cooperative development, more parti
cularly in  the South-East Asian Region, to examine how 
problems have been solved in certain countries, and to see 
how and how far the solutions thus discovered could be 
made relevant in the context o f  other countries. It goes 
w ithout saying that the greatest value in these discussions 
w ill result from experiences gained in countries where the 
setting o f the problem  is at least to some extent similar. M y 
introductory survey— I underline that again — is only to be 
looked upon as a modest starting point for the discussions 
in this seminar.

and social progress throughout



M . R. Bhide
Cooperation in a  
Planned Economy

I N T R O D U C T I O N

I n d ia  is on the threshold o f the T h ird  Five-Year Plan and 
it w ould not be inappropriate to examine w hat role ‘ C o
operation 5 can play in the developm ent o f the country’s 
econom y. Although there has been some progress during 
the first two plan periods a great deal still remains to be 
done. T h e country is still prim arily agricultural and the 
process o f  industrialization has just started. L iteracy is 
very low and education o f the people, in the broad sense, 
still inadequate. Poverty is widespread and the materia] 
resources o f the country poor. In addidon, it has to  be 
recognized that some o f the vestiges o f  colonial rule still 
continue to affect all aspects o f  national life. In  particular, 
the spirit o f  self-help is still largely dorm ant and dependence 
on the State almost universal. It is against this background 
that our plans o f developm ent have to be formulated.

R O L E  O F  T H E  S T A T E

In  most European countries econom ic developm ent has 
prim arily been through the private sector which, by and 
large, is based on the profit m otive. I t  is only in recent times 
that the State has come into the picture on any substantial 
scale, but even then it is more in the field o f planning than 
o f implementation. I f  rapid economic developm ent is to take 
place in India it is essential that the State plays a prominent 
role both in planning and execution. T h e  resources available 
are lim ited and unless the State comes in, there is always the 
danger that the resources m ay not be used to the m aximum  
extent and to the best advantage o f  the com m unity and in 
as short a time as possible.
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W H A T  I S I N V O L V E D  I N  P L A N N I N G

W e m ay now  examine briefly w hat is involved in p lan n in g:
(i) It involves the acceptance o f  clearly defined objec

tives. T h e principal objective o f  planning must be the 
promotion o f  rapid and balanced economic development in 
all sectors o f  national life. The program m e o f development 
must be such as to strengthen the economy as a whole and 
particularly at the base.

(u) H aving decided on the objectives it becomes necessary 
to frame overall policies which can be expected to lead to 
the achievem ent o f these objectives. O u r Constitution has 
laid down certain directive principles o f State policy. One 
o f these is securing and protecting a social order in which 
justice— social, economic and political— is ensured. Similarly, 
a dem ocratic form o f government, a welfare State, and 
organization o f decentralized units o f administration have 
also been prescribed.

(Hi) After this it becomes necessary to assess our resources, 
both m aterial and human.

(iv) T he next step is to formulate a plan o f  action for the 
most effective and balanced utilization o f these resources. 
In doing so, it w ill be necessary to lay down priorities and 
the stages in w hich we should m arch towards the objectives.

(v) In the process it is necessary to find out what factors 
are retarding developm ent and determine the conditions 
which should be created for the successful implementation 
o f the plans that m ay be formulated.

(vi) It is also necessary to be quite clear as to the 
m achinery through which our plans in all their varied 
aspects are to be executed. Is the m achinery adequate? I f  
not, how to m ake it so? W hat improvements are nfecessary 
and how can they be brought about and how quickly?

T h e organization o f the necessary institutional and other 
agencies which can be expected to help in fulfilling these 
objectives should be initiated and com pleted as early as 
possible. A  phased programme must be form ulated and each 
new step taken on the basis o f progress m ade and in the 
light o f  experience gained. It is here that the question of



Cooperatives as the a gen cy  for form ulating and im ple
m enting plans assumes g reat importance.

(vii) Periodic and system atic assessment o f  progress 
achieved must be m ade an d  suitable adjustments both in 
respect o f policy and m easures should be carried out.

N E E D  F O R *  D E M O C R A T I C  P L A N N I N G

In a totalitarian State, p lann in g can often be imposed by the 
central authority w hich  has various powers for raising re
sources and which im plem ents its plans largely through a 
bureaucracy and b y regim entation of the people. Even 
Cooperatives are m ade instruments of the State and 
carry out its directions and lose their character o f voluntary 
self-help organizations. In  the short run this m ay give better 
and quicker results, but even there, experience shows that 
sooner or later the people have to be brought in at all stages. 
The success o f a plan and, w h at is more, its enlargement 
from  time to time can be achieved only with the fullest 
cooperation o f  the people as a whole. It therefore follows 
that planning must be on the basis o f the people’s felt needs 
and their fullest cooperation, ouch cooperation is needed 
not only for implem enting but also for drawing up the plans, 
This is imperative in countries like India which have chosen 
the dem ocratic w ay o f life not only in the field of politics 
but in  the economic and other fields. Planning has therefore 
necessarily to be democratic.

F O U R  . S E C T O R S

In any scheme o f planning in a country like India, it is 
necessary for the State to lay down the broad policies in 
respect of economic development and also to decide on the 
necessary agencies to implement them. In respect o f certain 
fields o f  activity, implementation m ay be done by the State 
itself through w hat is commonly known as the public 
sector.”  Certain fields o f activity can be left to the organized 
private sector subject to such control and regulation as are 
considered desirable in the national interest, i  ae third and
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a very im portant sector is o f the individual working on his 
own or with the assistance o f such hired labour as he requires. 
T h e fourth and a growing sector is the cooperative sector. 
T he State must decide the extent o f  and the manner in w hich 
these four agencies can and should be used for im plementing 
the national plans o f development. For certain activities, 
particularly those where large-scale participation by the 
people is required, the cooperative agency seems to be the 
most suitable. It alone can provide the local unit which can 
fulfil the function o f educating public opinion in favour o f  a 
plan and its execution. It is eminently suited to ascertain the 
local needs and provide for them. A  dem ocratic State, 
which wishes to carry out its plans o f development, must 
have the goodwill o f  all sections o f the comm unity for and 
through whom planning is to be undertaken. For this, it 
must receive assistance from  the people. Such assistance 
naturally cannot be given b y  each individual. T h ey  must, 
therefore, be organized for a definite programm e. Coopera
tive Organizations by their very nature are the obvious 
agency for th is; they are em inently suited for the task.

R O L E  O F  C O O P E R A T I V E S

Econom ic development on dem ocratic lines offers a vast 
field for the application o f  Cooperation in its infinitely 
varied forms. This is particularly so in  a socialistic pattern 
o f  society where the creation o f a large num ber o f decen
tralized units in agriculture and industry is inevitable. 
Cooperatives are an indispensable instrument o f  economic 
planning in any scheme to change the country from a 
purely individualistic economy to an econom y which is 
socially regulated and the building up o f a cooperative 
sector is therefore one o f the central aims o f  national policy. 
Cooperatives have a particularly im portant role to play in 
respect o f  agricultural production, processing and m arket
ing, cottage and village industries and internal trade. India’s 
various Five Y ear Plans fully recognize and accept this role 
for Cooperatives.

SP



V I L L A G E  L E V E L  U N I T S

In a predom inantly agricultural country like India where 
people live in villages and not on isolated farms, the unit o f 
organization and the functions to be undertaken are matters 
o f considerable importance. T h e unit at the village level 
must be large enough to be econom ically viable but not so 
large as would make it difficult to secure m utual knowledge, 
a sense o f m utual obligation and social cohesion. The 
Cooperative should not merely provide credit but should 
become the instrument o f all round rural developm ent and 
must, therefore, assume multipurpose functions. As condi
tions vary greatly, there must be considerable flexibility 
in both these respects.

It is necessary clearly to visualize w hat the role o f the 
village m ultipurpose society should be in relation to 
economic developm ent and also in relation to the village 
p anchayat— the local administrative and m unicipal unit. 
T heir m utual relationship must be defined clearly and 
w ithout any conflict. This would require a careful study o f 
the organizational pattern that is best suited to Cooperatives 
at different levels and would fit into the accepted pattern 
o f rural development. The developm ent o f  the country is to 
take place partly through the state sector, partly through the 
controlled private sector, partly through individuals and 
partly through the cooperative sector and therefore one 
cannot grow in isolation from the other three. It is therefore 
necessary clearly to define the role o f each o f  these agencies 
in the light o f  our past experience and our judgem ent o f 
their capabilities in the future. T he plans that we draw  up 
for cooperative development must, therefore, fit into the 
larger national objectives in such a manner as would make a 
real im pact on the life o f the country.

N E E D  F O R  S T A T E  A S S I S T A N C E

In India, the Cooperative M ovem ent is still in its infancy and 
its rapid developm ent depends considerably on the extent 
to which the State assists it and where necessary also
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sponsors it. I do not propose to go into the details o f State 
assistance except to say that in the initial stages it will have 
to be financial, technical and administrative. It is also not 
possible in this short article to mention the various forms 
this assistance should take. It must, however, be repeated 
that it is only w ith such State assistance and sponsoring that 
the M ovem ent can be expected to develop fairly fast and 
ultim ately become self-governing and self-reliant. H ow  long 
this process w ill take w ill depend on the extent and manner 
o f State assistance and on the extent and degree to which 
the people respond. Even after such expansion and develop
ment it is possible to visualize a situation where the State 
w ill have to continue to p lay a part though the extent and 
nature o f its role m ay change.

C O N D I T I O N S  F O R  S T A T E  A S S I S T A N C E

In giving State assistance, however, there are certain 
considerations w hich must be kept in mind. T h e  object o f 
State assistance is to help Cooperatives in building up a 
sound and efficient business structure on the basis o f self- 
help and m utual help. State assistance should, therefore, 
be for a lim ited period and for specific purposes. It should 
clearly be realized that the State cannot go on giving such 
assistance indefinitely, and that Cooperatives must become 
financially independent o f governm ent to as large an extent 
as possible and as quickly as possible. Secondly, it is necessary 
to ensure that Cooperative Organizations make the m aximum  
efforts to help themselves. T h e principle o f  self-help should 
be brought home right from  the beginning and the best 
w ay to do so is to give State help on a contributory basis. 
In the initial stages the State share m ay be considerable but 
should gradually go down. Thirdly, it is necessary to ensure 
that such assistance should not ordinarily involve Govern
ment nom ination o f  directors or Governm ent control. 
There m ay be special cases where on account o f  the large 
amount o f Governm ent money involved, or local condi
tions, Governm ent nom ination or Governm ent control, to 
some extent, m ay be considered necessary but the period o f



such control and nomination should be reduced to the 
minimum.

It should be clearly understood that the object is not to 
create a State-controlled sector m asquerading as a co
operative sector. O n the other hand, i f  the State is to give 
substantial financial assistance and has a  large financial 
interest, it is inevitable that it w ill wield a measure o f 
influence, i f  not control. In any case, it  must keep itself 
fully informed o f how the funds it has provided are being 
utilized. A fter all, the assistance given by the State is from 
its general revenues and the tax-payer has a right to know 
how his m oney is being used. T h e legislature always likes 
to know how the funds it has voted are being utilized. 
M embers o f the legislature have a right to ask questions and 
the State must at all times be ready to answer them and to 
justify the grant o f assistance to Cooperative Organizations. 
It must therefore keep in very close touch with Cooperative 
Organizations which are receiving assistance from it and must 
also be in a position to see that the help it is providing is put 
to proper use. I t  will therefore be wrong for Cooperative 
O rganizations to take up the attitude that they cannot be 
asked as to how  the money provided by the State is being 
used by them.

S E L F - R E L I A N C E

For the sound developm ent o f  the Cooperative M ovem ent 
it is absolutely essential that Cooperatives become self- 
governing and self-reliant in as short a time as possible. 
This must cover all aspects, i.e. organization, day-to-day 
work and the form ulation and im plem entation o f  policies. 
T h e developm ent o f independent and efficient leadership 
in Cooperative Organizations as early as possible, is, therefore, 
o f  vital importance.

This w ill involve not only the education and training 
o f leaders but also o f the general membership o f Coopera
tives. Such education must cover m uch more than the 
day-to-day w orking o f cooperatives. Cooperative education 
is only a part o f general education. Comprehensive
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programmes o f training o f members, staff and leaders o f 
Cooperatives must therefore be form ulated and implemented 
as early as possible. T h e present arrangements in India for 
the training o f departm ental employees and employees, o f 
Cooperative Organizations at various levels must be consi
derably expanded. T h e training o f members is o f the greatest 
importance. This work is at present being done through 
peripatetic parties w hich go to villages and hold courses 
for short periods. This programm e will have to be expanded 
on a very large scale.

It should, however, be realized that the training of 
members o f Cooperatives cannot be done for all the members 
o f  the societies in the country in this manner. These parties 
can train only a few  p eop le; the major work has to be done 
locally. T h e trained leaders o f Cooperative Organizations 
must use the knowledge they have acquired to train their 
members. Full advantage o f  general meetings, etc. should 
also be taken to give the members some training in C o
operation. T h e real training o f  members o f  Cooperative 
Societies also depends to a large extent on the activities the 
Cooperative Organizations undertake. It is only through 
actual w ork and the activities that are taken up that the 
members can get the necessary knowledge.

P R E R E Q U I S I T E S

There are two questions which we must ask ourselves. Is 
.there a conflict between Planning and Cooperation which is 
a voluntary m ovem ent? Can Cooperation be subjected to 
the rigours o f  a planned econom y? M y own answer to the 
first question is in the negative and to the second in the 
affirmative provided certain prerequisites are fulfilled. 
First o f all, it is necessary that there is a responsible demo
cratic form o f Governm ent. W hatever the form  and shape 
o f that Governm ent, w hatever the method o f election and 
so on, it is necessary that the Governm ent is really repre
sentative o f the people and its policies are in accordance with 
w hat the people as a whole desire. It is only then that the 
necessary atmosphere for the developm ent o f individual



initiative and sense o f responsibility, two factors o f  the 
greatest importance and value in Cooperation, can be 
created. Secondly, it is necessary that the people understand 
the principles and practices o f Cooperation. This does not 
mean only the law o f Cooperation and the bye-laws o f 
Cooperative Societies. W hat is really required is general 
education o f the people as a  whole. K now ledge o f Coopera
tion is only a part o f such education. T h ird ly  it is necessary 
that the policy o f  laissezfaire in the abstract sense is no longer 
accepted in all respects and in all fields.

C O N C L U S I O N

Some cooperators claim  that as the m ovement is voluntary 
it must have complete freedom to act on the lines it chooses 
and that it should not be used as an agency by the State for 
carrying out its policies. T here is no quarrel about the 
voluntariness o f the M ovem ent but it cannot w ork in 
isolation from the rest o f  the country, the Governm ent and 
its policies. T h e overall national policies in respect o f 
economic developm ent have to be form ulated by the State 
in consultation w ith various interests and the Cooperative 
M ovem ent should certainly be consulted. Sim ilarly, before 
any decisions are taken m aking the cooperatives responsible 
for im plem enting a State policy, the consent o f the C o
operative M ovem ent should be obtained. Cooperatives, 
however, cannot claim  complete autonom y particularly 
when they ask for and receive financial, technical and other 
assistance from the State on an increasingly large scale. It 
must be realized that in the changed circumstances o f today 
there can be no complete autonom y for anyone. W ithin 
certain limits that autonomy w ill always be there and the 
State must not in any case interfere in the day-to-day work 
o f  the organizations.
Cooperation is a people’s m ovement and all plans in respect 
o f  cooperative activity must be people’s plans. W ithin the 
overall policies o f  the State, the plans should be drawn up 
by the Cooperative M ovem ent and approved b y  the State, 
O nly  thus can real support from  the people and the State 
be secured.
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W. P. Watkins
Functions, Qualities and  

Q u alifications o f  Leaders

S E L F - H E L P  A N D  L E A D E R S H I P

T h e  present Sem inar is the outcome o f the I.G .A . Conference 
at K u ala  Lum pur in January 1958 or, at least, o f the 
discussions which took place im m ediately afterwards in the 
Technical Assistance Sub-Com m ittee o f  the I.C .A . Execu
tive. T h e  object o f these discussions was to review the 
knowledge and impressions gained by the I .C .A . Delegation 
from its tour o f  South-East Asia and to draw  up a programm e 
o f acdon w hich should be undertaken in order to manifest 
the continued interest o f the A lliance in the R egion and its 
cooperative problems, pending the establishment o f  the 
Regional Office.

There is no need here to explain w hy the Seminar and the 
opening o f the Regional Office and the Education Centre 
have in fact coincided in time, but it does seem desirable 
to point out w hy cooperative leadership was chosen as the 
subject o f the first Seminar to be organized b y the I .C .A . 
in Asia. O n  the one hand the recommendations submitted 
to the K u ala  Lum pur Conference by the W orking Group 
appointed to consider cooperative education and the 
developm ent o f  cooperative unions emphasized the urgent 
need for instilling into the public mind the idea o f  m utual 
self-help and building up in the individual the conviction 
that the realization o f the moral and social aims o f Coopera
tion is an ideal worthy o f his service and devotion. T he W ork
ing Group listed 'a num ber o f  practical measures by which 
these objects m ight be achieved, but their application clearly 
depended upon the establishment in the several countries 
o f  cooperadve unions adequately staffed and equipped for 
the discharge o f  a whole series o f educational functions.

O n  the other hand, the I .C .A . D elegation, travelling 
from country to country within the Region, could not fail



to be impressed by the extent to which, almost everywhere, 
Cooperative O rganization was the result o f  Governm ent 
initiative and was still dependent, for both stability and 
progress, on support and guidance coining from the G overn
m ental sphere. N o m ember o f  the D elegation was disposed 
to question in principle the necessity o f Governm ent action 
in this field or failed to recognize that without it the national 
Cooperative M ovements o f  the Region would not have 
reached their present degree o f  developm ent. From  the 
standpoint o f the M ovem ent’s future, however, it seemed no 
less clear to the D elegation that Cooperation would not 
make its best possible contribution to economic and social 
progress apart from a m uch more effective application o f 
its underlying principles o f self-help and voluntary m utual 
aid than appeared to be thought necessary in m any quarters. 
A n  increase in the numbers and an improvem ent in the 
quality o f the personnel o f  Ministries or Departm ents o f 
Cooperation was everywhere accepted as a pre-condition o f  
any considerable cooperative expansion. Nevertheless the 
necessity o f increasing the numbers and im proving the 
quality o f the conscious, and active cooperators in the 
societies and federations seemed to be even more urgent.

These two sets o f  considerations accordingly pointed to 
the conclusion that one im portant line o f action which the 
I.C .A . should pursue, in its efforts to reinforce and accelerate 
cooperative developm ent in the R egion, was to strengthen 
the elements o f self-help, self-reliance, and self-responsibility 
on w hich cooperative dem ocracy is based. There was a 
third consideration. T h e detailed discussions which took 
place in the W orking Groups o f  the K u ala  Lum pur Confer
ence showed plainly that the solutions to the principal pro
blems o f cooperative development in the South-East Asian 
Region already existed to a large extent within the Region 
itself. In other words, when the cooperators o f neighbouring 
countries cam e together to com pare their experience, it 
was perceived that problems which had hitherto baffled the 
dooperators o f  some countries had already been solved by 
other N ational Movements. O n e o f  the best ways, therefore, 
in w hich the I .C .A . could assist them w ould be to work out,
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in consultation with them, methods and, eventually, some 
permanent m achinery, for the exchange o f experience and 
the pooling o f ideas. T o  convene a Sem inar is one such 
m ethod w hich has in the past yielded useful results. T he 
perm anent m achinery is already taking shape in the 
Regional O ffice and the Education Centre.

R E Q U I R E M E N T S  F O R  L E A D E R S H I P

“  Co-ops are like dog-teams —  they can only work i f  there 
are leaders.” 1 The principle expressed in this quotation is 
as true on the Equator as on the A rctic Circle, in N ew  Delhi 
as in N ew  Y ork. H owever they  m ay be appointed or chosen, 
leaders are a necessity iiTTmman affairs I f  people are to 
achieve the common objects for w hich they band themselves 
together, some one must take the initiative, make proposals, 
assume responsibility for carrying them  out, give directions, 
possibly inspire the rest with the w ill to achieve the result 
desired. W hosoever does any o f these things, is discharging 
one o f the functions o f  leadership. It does not follow that all 
the functions have to be concentrated in a single person or 
group.

T o  adapt a Shakespearean saying, some are born leaders: 
others »achieve leadership; others have leadership thrust 
upon them. A n  arm y has its leaders imposed upon it. T h ey 
are appointed by a higher authority. A  Cooperative Society, 
however, is by  definition democratic. Things are decided, 
leaders m ay be chosen or elected, w ith the consent, i f  not 
o f all, at least o f  a m ajority o f its members. Some leaders 
m ay, in a  sense, choose themselves —  not necessarily by 
proposing themselves, but simply by being by general 
consent the most competent persons available for the job. 
The jo b  is in the words o f  the Canadian handbook, to make 
the cooperative Work. Leadership is the element which 
makes dem ocracy dynam ic. W here there is no leadership 
tKereTIs no M ovem ent in the true sense, only drift or 
stagnation.
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Functions: The function o f a leader in a Cooperative O rgani
zation is prim arily to show his fellow cooperators the w ay 
ahead. In the pioneer stage this process m ay start a long 
w ay back; it m ay mean convincing his neighbours that 
forming a Cooperative offers the best solution o f  their com 
mon problem, w hatever that m ay b e : selling their produce 
at a fair price or getting loans at reasonable rates o f  interest. 
After enough people have been convinced and have decided 
to form a Cooperative Society, the task o f leadership is to 
guide them through the process o f getting it established and 
launched in business —  a process which m ay involve m any 
separate decisions and much explanation and discussion 
about each. Assuming a Society established, its affairs have 
to be m anaged, its policies formulated, the confidence and 
loyalty o f  its members built up, its progress m aintained so 
far as external circumstances w ill permit. A ll the time those 
members with the greater acuteness o f m ind and more 
penetrating foresight will have to guide those with less 
knowledge and intelligence in the direction o f  decisions 
which w ill make for the society’s prosperity. T h eir chief 
instrument is persuasion and their object must be to obtain 
the m aximum  o f consent, which is the essence o f  dem ocratic 
government. In certain circumstances the most convincing 
thing they can do is to set an example, more especially in 
subordinating their individual interests and wishes to the 
good o f the whole Society or M ovement.

A ll the time, however, the leaders must rem ain in touch 
with the main body o f  the members. N o m atter how far 
ahead their vision extends, the practical measures leaders 
recommend must be such as they know or shrewdly guess the 
members w ill be w illing to take at any given tim e —  except 
in an em ergency w hen drastic steps m ay be im perative. O n 
the other hand, their study o f the mind o f the members should 
not lead them into indecision, waiting to ascertain the feeling 
o f  the m ajority in order that they can then place themselves 
at the head o f it. T h eir constant aim and function should 
be to keep the minds o f the members m oving as a body 
along the line o f thought proper for their Society’s develop
ment and prevent them  from straying down by-paths.
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Qualities: Inborn qualities o f character, tem peram ent and 
intelligence probably count more in leadership than qualifi
cations which can be acquired by training.

T h e first o f  these qualities is courage, the most funda
m ental o f all the virtues. I f  a leader is convinced that 
cooperation is the right thing, he must have the courage to 
declare and act upon his conviction. Courage is, o f  course, 
to be distinguished from  boldness or rashness, on the one 
hand, and tim idity on the other. Its display is to be guided 
by a second quality w hich we m ay call judgem ent. This is a 
different thing from  knowledge or intelligence. M any 
knowledgeable and intelligent people have a poor judge
ment, no instinct w hich tells them what to do and w hat to 
avoid, how far to go, when to press on and when to bide one’s 
time, when to speak out and when to hold one’s tongue. 
Rashness m ay be described as courage w ithout judgem ent. 
Judgem ent without courage leads nearly always to inaction.

T h e third quality m ay be called sym pathy, using the 
term in the sense o f a constant awarenes5~of-other people, 
their thoughts and feelings, even i f  they do not freely 
express them. W ithout sym pathy and a respect for the feel
ings o f  others the leader is liable to be tactless and, w hat is 
worse, im patient and unfair in his relations with his fellow- 
members, particularly those who m ay disagree w ith him 
or quite honestly oppose him. T he leader needs im agination 
o f this kind, as w ell as the creative im agination w hich can 
portray the Society as it exists and w ill be in the future, in 
order that he can fire the im agination o f his fellow 
cooperators.

T h e leader therefore needs qualities both m oral and 
mental. I f  he can add to these certain talents which m ay be 
inborn but which can certainly be developed b y exercise —  
fluent speech, a ready w it, the gift o f  clear exposition, a  mind 
quick to absorb new knowledge —  he can render invaluable 
services to his Society an d  the Movement.

Qualifications: M en and women who possess in varying 
degrees the qualities and talents already mentioned are no 
m ore than potentially good leaders for Cooperative
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Organizations until they have undergone a certain training 
and acquired the necessary m inim um  o f knowledge for the 
efficient discharge o f  their functions.

T h e first and most fundam ental o f these qualifications is 
an understanding o f the true nature o f  Cooperation and its 
principles. In one sense this can be the study o f a life-time, 
but the elem entary idea o f an association which is voluntary, 
dem ocratic and equitable in the distribution o f  its benefits, 
is not difficult to grasp, especially for people whose tradition 
o f  village m utual aid is still living. M ore difficult perhaps, 
is to master the business and adm inistrative techniques 
through which cooperative principles are applied to practical 
problems, because they dem and literacy. This is liable to 
lim it very considerably the field o f  selection for leading 
positions until governm ent programmes for com bating 
illiteracy have achieved their objectives. A t the same time, 
it is well not to confuse leadership with administration or 
m anagem ent, although those responsible for m anagem ent 
w ill always need to exercise leadership in some degree. T he 
real leader in any group, in the sense o f  the one wielding 
the most powerful and decisive influence, need not be an 
office holder at all.

A ll the foregoing qualifications need to be raised to a 
higher degree when we consider leadership, not in prim ary 
societies but in secondary organizations. T h e vision o f  the 
leader must be broader and constantly broadening. The 
parochial m ind in an organization whose operations are 
regional or national stultifies leadership. T h e aim must 
constantly be to increase the num ber o f  cooperators with a 
vision o f the M ovem ent much broader than the field in 
which they are actually engaged, so as to give the widest 
possible choice when leaders have to be elected or selected.

Besides general cooperative knowledge, the leaders must 
be equipped w ith special knowledge o f  the branch o f the 
M ovem ent, the types o f cooperative undertaking in which 
they are engaged and their com m ercial and industrial 
background.

Alm ost as necessary as knowledge o f the Cooperative 
M ovem ent itself, is an understanding o f the economic and
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social m ilieu in w hich it works and an appreciation of the 
influences which are continually changing that milieu and 
consequently demand changing strategy and tactics on the 
part o f the M ovem ent. In particular, the cooperative leaders 
must understand its relations with governm ent action, in 
such fields as comm unity development, with aims closely 
allied to that o f the movement itself.

Finally, there are a num ber o f techniques required for 
the business-like handling o f  cooperative affairs and the 
observance o f  the principles o f  dem ocracy which the leaders 
can acquire by  training. It is the business o f cooperative 
unions increasingly to place such training within their reach. 
T h e  conduct o f meetings o f different kinds, the guidance of 
discussion, the working o f  constitutional procedures in 
various types o f  organizations are all matters with which 
leaders should be fam iliar i f  their work is to be effective. 
T h e unions must regard it as one o f their m ain tasks to keep 
an educational road open and unbroken whereby the rank 
and file cooperator, with qualities fitting him  for leadership, 
should be able to qualify himself, stage b y  stage, for the 
exercise o f  its functions right up to the highest level.

T H E  A P P R O A C H  A N D  P R O G R A M M E  O F  T H E  

S E M I N A R

Com ing back to the Seminar, I m ay em phasize that no 
representative o f  the I .C .A . taking part in this Seminar, 
conceives that its purpose is to impose any idea, method or 
practice, however successful anywhere else, which the 
experience and practical needs o f  the South-East Asian 
Cooperative M ovements do not call for or suggest as desirable 
or useful at their present stage o f developm ent. Cooperative 
growths can seldom be transplanted without acclim atization 
and adaptation. It  is perfectly consistent with a belief that 
cooperative principles are for universal application, to 
adm it that practical rules and policies based on the experi
ence o f Cooperative M ovements which originated under the 
iaissezfaire system are o f lim ited valid ity when applied to 
M ovements in countries where Governm ent is and must for
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some time remain the principal agency o f social progress. 
T h e only conclusions resulting from the Sem inar which can 
be va lid  or useful are those which are reached by logical 
thinking after a fair and objective exam ination o f the facts 
o f  cooperative developm ent and its socio-economic back
ground in South-East Asian countries. These conclusions 
cannot be determined, either positively or negatively, in  
advance.

T h e objective o f form ulating conclusions and recomm en
dations w hich grow naturally out o f cooperative experience 
in South-East Asia and are relevant to it has been "kept in 
mind from  the very beginning in the composition as well as 
the plan o f work o f  the Seminar. Thus the members o f  the 
Sem inar have been appointed by both Cooperative O rgani
zations and Governments. T h ey  include Governm ent 
Officers with field as w ell as adm inistrative experience, 
together with cooperators holding elective offices in their 
respective societies and unions or working for agencies, 
external to the National Cooperative M ovements, yet actively 
engaged in the promotion o f Cooperation. Sim ilarly, in 
inviting lecturers, readers o f papers and members o f dis
cussion panels, the need for draw ing upon a variety o f  
experience, not merely in different countries but on different 
levels, has been kept constantly in mind. In addition, provi
sion has been m ade, by enlisting the services o f eminent 
academ ic friends o f the Cooperative M ovem ent, to supple
ment practical experience by the broader and more detached 
view  o f  cooperative problems giyen b y scientific teaching 
and research.

Turning now to the plan o f  work, it w ill be seen that, 
after the day devoted to m utual introductions through the 
presentation o f background papers on the N ational M ove
ments, we are to attack our subject proper w ith an attem pt 
in Section I, entitled “  Leadership in Cooperative D em o
cracy ” , to work out common concepts and definitions o f  
the role o f  leaders in the Cooperative M ovem ent, given the 
latter’s fundam entally dem ocratic character —  even though 
its dem ocracy m ay be in m any ways im perfect in practice. 
T h e underlying assumption is that, unless and until
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Cooperative M ovem ents are capable o f finding and choos
ing their leaders by their own dem ocratic processes, they will 
continue to be dependent on external direction.

In  Section II, we are to consider how external direction 
o f  Cooperative Organizations can be supplemented and 
ultim ately superseded by self-government. This considera
tion must necessarily begin w ith an examination and 
evaluation o f the guidance and stimulus given from outside 
the M ovem ent by Governm ent or by organizations inspired 
by social or hum anitarian motives.

In particular, it w ill be necessary to distinguish between 
those methods o f  cooperative promotion which lead to 
progressively increasing self-reliance and independence for 
Cooperative Societies and their federations and those which 
cannot but perpetuate their dependent situation. In the 
same connection it w ill be necessary to lay  down the condi
tions w hich w ill need to be fulfilled for each step forward 
towards self-government. It does not seem reasonable to 
suppose that this process can be rapid or sudden. It is more 
in harm ony with the character o f  Cooperation and its 
reliance on persuasion and education that such a funda
m ental change should be made in stages and carefully pre
pared, all the more as it m ay have to be carried out in the 
face o f  obstacles created t»y traditions or tendencies pre
vailing in society as a whole. In this section the aim  o f the 
Sem inar should be to form ulate some general directives 
which w ill help those called upon to attem pt the transition 
to surmount these obstacles.

Section III , which deals with leadership problems, 
continues the search for directives but plunges deeper into 
questions o f  method and organization. T h e  practical pro
blem  is to enlarge the choice o f suitable leaders available to 
any m ovement at any time. T h e problem  is not to be solved 
exclusively in terms o f  education and training, for it involves 
selection. W hile general cooperative education is a necessity 
for all cooperators, special leadership training is wasted 
on those w ith little or no capacity for leadership. Here we 
also encounter the fact o f  the incapacity o f  the typical pri
m ary society to train leaders adequately and the consequent
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necessity for the secondary organizations, fam iliarly 
known as cooperative unions, to devote special attention 
to this task. In  discharging it they w ill very likely need and 
can receive help in more than one form  from  the I .C .A . or 
another International O rganization with a programm e o f 
cooperative promotion.

Finally, it m ay be worthwhile to recapitulate that the 
Sem inar has been conceived and w ill be carried on as an 
endeavour by the I.C.-A. to help the Cooperative O rgani
zations and Governments o f the South-East Asian Regions 
to help themselves in building up stronger and more effective 
Cooperative M ovements. T hrough discussions and the 
pooling o f ideas and experience from different countries, 
it is hoped to reach conclusions w hich w ill provide enlighten
ment and guidance, not m erely for the participants in the 
Seminar, but to the Organizations and Governm ents they 
represent. I t  is also hoped that the work o f this Seminar 
w ill open up avenues for further enquiry to be pursued as 
part o f the regular activity o f the R egional Office and the 
Educational Centre. From  another point o f  view  the Seminar 
must also be regarded as continuing the collaboration 
between cooperators in the Region initiated by the Con
ference o f K u ala  Lum pur. T h e Authorities o f the A lliance 
are convinced that, i f  adequate opportunities for consul
tation are provided, and full advantage is taken o f  them, the 
Cooperative M ovements o f South-East A sia w ill find the 
right solutions for their national problems o f  growth and 
developm ent and eventually enrich and reinforce the 
A lliance by effective contributions to its work on the 
international plane.
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Role o f  Leadership in th e
p. E. Weeraman Pioneer S t a g e  and

W e ll-estab lish ed  So cieties

T h e  role o f leadership varies according to the character 
o f the institution. T he tasks that devolve upon the leaders 
o f an undertaking for ensuring the success o f that particular 
undertaking comprise the role o f leadership. Thus the role 
o f leadership in a cooperative undertaking would be to 
ensure that the undertaking not only proves a successful 
business enterprise, but also is carried on in accordance 
with the principles o f Cooperation. Further, leadership will 
have different roles to p lay at various stages o f  the evolution 
o f a cooperative undertaking. Hence the need to examine 
separately the role o f leadership in the pioneer stage and 
well-established societies.

As the theme o f this Sem inar is “  Cooperative Leadership 
in South-East A sia ,”  I shall deal with the subject assigned 
to me in the context o f the Asian countries. T h eir problems 
and environments are different from those w hich obtained 
in G reat Britain and Europe when the M ovem ent began 
there. A t th® time o f the introduction o f the M ovem ent into 
this region its peoples were under foreign rule. As a result, 
the social and economic environments o f the people were 
such that leadership had to come from  the State.

T h e pattern o f  introducing the M ovem ent was somewhat 
uniform in these countries —  the enactment o f  a law  govern
ing Cooperative Societies and the setting up o f  a government 
department for fostering the M ovem ent, under a Registrar 
o f Cooperative Sopieties. T h e latter was assisted by  Assistant 
Registrars and Inspectors o f Cooperative Societies. These 
official leaders worked with the leaders who emerged from 
among the people in the cause o f Cooperation. There have 
been thus in these countries from the very beginning two 
types o f leaders —  the official appointed by the Government 
to promote the M ovem ent, and the non-official chosen 
by the people from  am ong themselves. Both types are



im portant. O ne cannot do w ithout the other. However, the 
fact that the spread o f the M ovem ent is largely the result of 
State-sponsoring makes the official leader the more important 
factor in the pioneer stage..

T H E  P I O N E E R  S T A G E

The pioneer stage in cooperative developm ent is the most 
im portant and most difficult stage. Hence, the need for 
proper leadership at this stage cannot be over-emphasized. 
It is necessary for the leaders to be both honest and efficient 
i f  their leadership is to be sound. T im e was when the leaders 
in the village belonged to certain groups as a birth-right. 
Tod ay, that “  ascribed leadership ”  is yielding place to 
“  achieved leadership.”  I t  is im portant that the leaders 
o f a society are not careerists who have seen in the Coopera
tive M ovem ent a convenient w ay o f  com ing to the forefront 
o f society. I f  the leaders are not qualified to lead, if  they do 
not believe in Cooperation as a w ay o f  life and do not have 
both idealism  and a sense o f purpose, then the responsibility 
o f leadership w ill not be properly discharged by them and 
this is particularly harm ful in the pioneer stage. T h e first 
task o f the leaders would be to m ake the enterprise a truly 
cooperative one. This can be achieved only i f  the leaders 
know and believe in the cooperative method. Thus before 

* we discuss the role o f leadership, it is necessary to discuss 
who should fill the role o f leaders. Ceylon has some experi
ence in this connexion.

T h e Ceylon M ovem ent was started in 19 11 with the for
mation o f  cooperative credit societies. U ntil 1942, the credit, 
societies were the main group o f Societies. These Societies 
were w ith a few exceptions, all o f  unlim ited liability. T he 
tem ptation to acquire a place o f  im portance in society 
through holding office in a Cooperative Society was thwarted 
by the unlimited liability which membership entailed. 
Therefore, in the result, the careerist was not attracted to 
the Cooperative M ovem ent. O ne cannot, therefore, ignore 
the lesson this circumstance offers us, viz. that membership 
o f a society must entail such responsibility as would prevent
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careerists from getting into positions o f  leadership for their 
own ends. But o f course, this responsibility should not 
prevent the honest but indigent person from  join ing the 
M ovem ent. T h e  terms o f  acquiring membership should be 
so easy that membership would be w ithin the reach o f all 
who are in need o f Cooperation. Those actually in  need o f 
cooperative assistance will not hesitate to undertake the 
responsibility that membership entails.

U nlim ited liability kept the really rich m an aw ay from 
the Cooperative M ovem ent in Ceylon during its first three 
decades. T h e  rich m an joined the M ovem ent only when 
consumers’ and producers’ societies o f lim ited liability were 
set up after 1942. It m ay be w ell w orth our considering 
whether it is in the interest o f  the M ovem ent to allow  its 
leadership to fall into the hands o f  persons who are in much 
better circumstances econom ically than the average member 
o f a Cooperative Society. I w ould hazard the observation 
that with all the attendant limitations in respect o f education 
and experience it would be better for leadership to vest in 
persons belonging to the common run o f  the membership 
than in persons who are not o f the ordinary type. T h e leaders 
should be as interested in solving problems as an y other 
member and this would be so only i f  the leaders have 
interests that are common to the general membership.

Therefore, I would say that even in the pioneer stage the 
role o f  leadership should fall on the average type o f member 
notwithstanding his com parative poverty and ignorance. 
Ceylon had the experience in the early days o f  the M ovem ent 
o f the lead being taken by the C h ief H eadm en (no doubt on 
the instructions o f the Government) to organize Cooperative 
Societies. These C h ief Headm en cam e from  the old aristo
cratic class o f  society and they were in adm inistrative charge 
o f  the traditional revenue divisions, each covering about a 
hundred villages. These early efforts ended in miserable 
failure for the two reasons that leadership came from a 
higher strata o f  society .and that the leaders themselves were 
ignorant o f cooperative methods.

T h e lesson to be learnt is that wherever possible the leader 
should come from the same social strata as the potential



membership and i f  the leaders come from a higher strata 
o f society than the villagers or are governm ent officials they 
must be trained personnel who w ill be able to achieve their 
goal in spite o f  their inherent handicaps.

Leaders from the same strata o f  society as the rank and 
file o f  the membership do not have the handicaps referred 
to but it is necessary to ensure that they are thoroughly 
conversant w ith cooperative principles and practices. T he 
people are likely to be less suspicious o f the leaders whose 
qualification is that they themselves are villagers who 
having followed the cooperative method have been able to 
im prove their own economic condition. In  Ceylon there was 
until recently a category o f  worker called the “  honorary 
supervisor. ”  H e cam e from the same social strata as the 
average villager and had long practical experience o f 
cooperative credit societies. These leaders w orking side by 
side w ith the official leaders and under their direction were 
able to achieve much in both introducing and reviving 
credit societies.

T H E  R O L E  O F  L E A D E R S H I P  

i

A nd now, let us consider the role o f  leadership. W ithin 
the society the non-official leader has an im portant part to 
play (assuming that he comes from the same strata as the 
rank and file). T h e  Presidents, Secretaries, Treasurers and 
Com m ittee members are leaders. T h ey  must understand 
cooperative principles and practices, observe them them 
selves, im part their knowledge to others, and act honestly 
and dem ocratically. It is their duty to teach and lead others 
by precept as w ell as by good example. It is not necessary 
that office-bearers o f societies be persons o f  learning. It is, 
however, necessary that they be literate, have practical 
commbnsense, make im partial decisions, and see that 
employees, i f  any, carry out their duties prom ptly and 
efficiently.

In the pioneer stage the task o f both the official and non
official leaders is one o f changing people’s attitudes. T h e 
leaders’ first task w ill be to create a sense o f  dissatisfaction
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with the existing conditions, the condition o f mind which is 
necessary for the seed o f Cooperation to germinate. In  Asian 
countries, centuries o f  foreign rule have made the people 
apathetic. T h ey  do not see any need to change their life and 
outlook. A t the outset the official leader w ill have to change 
the attitude o f those who are the natural leaders o f  the 
village. In Ceylon an interesting experiment was made in 
this connexion when it was decided in 1957 by the G overn
ment, as a m atter o f policy that multipurpose cooperative 
societies should be organized to cover the entire island. T he 
first step taken was to elect a  Cooperative Developm ent 
Comm ittee o f  about fifteen persons from am ong the villagers 
in public meeting for each group of villages w hich it was 
thought would form  an economic unit. T he fifteen so selected 
were by and large those who enjoyed the confidence o f  their 
fellows. This body was charged with the task o f organizing a 
multipurpose cooperative for the area. Through these com 
mittees the country was made conscious o f  the new  type o f 
Cooperative Society in a very much shorter tim e than it 
would have taken to achieve this result i f  the idea h ad been 
spread only b y  the officials. It also created greater enthusiasm 
am ong the people for this type o f  society than there would 
have been i f  there had been no local development committee. 
W ithin a space o f five months 11,000 committees were 
formed. This illustrates the value o f official and non-official 
leaders working together on equal terms feeling partners in 
a common cause. Both parties stood to gain b y  it, the official 
gaining the confidence o f the non-official and the non- 
official ceasing to regard the official as an outsider. T h ere
fore, it would be correct to assume that right from  the 
beginning both officials and non-officials should work 
together.

O nce the cooperative id ea  has been understood it w ill be 
the task o f the leaders to give the prospective members a 
practical lesson in Cooperation, for the practical solution 
o f a common economic problem  would be the best starting 
point for the economic education o f  the members. In  Ceylon 
groups o f  fishermen w ho are organized into study-circles 
operate schemes o f selling jo in tly  their fish and so get a



practical education in cooperative methods. O nce the 
members have understood practical Cooperation, they 
should be given a good knowledge o f the principles and 
practices o f Cooperation and thereafter, be taught the 
by-laws o f the Society and the law  o f  the land relating to 
Cooperatives.

W hen confronted with the actual task o f introducing 
Cooperation and m aking people adopt cooperative methods 
and procedures everything does not turn out the w ay we 
expected when we planned the cam paign from the armchair. 
It is then that the leader’s determ ination and his deep faith 
in  the ultimate success o f  correct cooperative methods are 
called for. In the pioneer stage the official leader’s task is 
one o f  patient teaching and repeated correction o f  mis
conceptions. He must have faith in Cooperation and faith 
in the ability o f  ordinary people to m anage their affairs 
by themselves in due course, following cooperative methods 
and practices. T h e leader must be able to see honesty, good
w ill and ability in the ordinary m an and have faith in him 
in spite o f  his failures here and there, teaching him and 
guiding him  ceaselessly until some measure o f  success is 
achieved.

T h e villager w ill respond only to the leader who has won 
his confidence. For this, the leader m ust from the outset be 
careful to avoid adopting a superior attitude. W e no longer 
think o f  a leader as one who has unusual talents, as one who 
would excel in any situation and w ho stands out from  the 
rest as m arkedly superior. T h e  role o f  leadership is to realize 
the needs o f  the com m unity and to p lan  for meeting those 
needs w ith the assistance o f the persons who have such needs. 
T h e role o f  leadership is to stimulate the people into seeking 
solutions for their problems. O fficial leaders are only 
sponsors o f  a M ovem ent. So they must try to discover 
leadership am ong the non-officials and they must put elected 
leaders in charge o f  an undertaking w hich has been spon
sored b y them  as soon as it is possible to get them elected. 
T h e  officials must not try to rem ain leaders too long. I f  
Cooperation is made use o f for officialdom  to gain control 
over the private sector, then Cooperation w ill be understood
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by the people to be another form o f governm ental activity. 
Cooperation w ill soon lose its original force and meaning

for the dem ocratic developm ent o f  a nation.
A n y failure to keep the elected leaders in the forefront 

w ill curb their initiative and delay their assumption o f 
full responsibility. Their enthusiasm must be sustained from 
the very start and gradually developed so that they would 
themselves initiate action for expanding their activities. 
T h e official leader should have his eyes and ears open with 
a view  to picking out the natural leaders, but here too it is 
best in the long run for him to accept the popular choice 
even i f  he disapproves o f it, for he must by  both precept and 
example place a premium  on the dem ocratic w ill o f the 
people. T h e official leader must not think o f  the immediate 
results as m uch as the lasting effects o f any action. Imposing 
a very suitable person on a society by  pressure m ay have 
im m ediately a  good effect. But it w ill kill the initiative o f  the 
members to find suitable leaders and, from  there on, the 
members w ill leave it to the official leaders not only to 
choose their office-bearers but indeed to solve all their 
problems. Soon the cooperative w ill cease to be a coopera
tive except in outward form. Thus it w ill be seen that the 
official leader’s role is a very responsible one and that it 
must be filled b y  persons who have a proper understanding 
o f their assignment. T h ey  must be genuine guides, philoso
phers and friends and be prepared to remain in the 
background w ithout ever coming into the limelight.

T h e Registrar and his staff should regard their duty o f 
prom oting the M ovem ent as a mission entrusted to them. 
There is no room  in the cooperative departm ent o f a country 
for birds o f passage w ho merely perform the official acts 
required o f  them without any regard to cooperative princi
ples or belief in  the value o f  cooperative effort. The official 
leader must be first a cooperator and only second an official. 
T h e Registrar should be an officer “  o f  experience and 
authority,”  to quote the M aclagan Report, and well-versed 
in the techniques,, methods and procedures o f  cooperative 
work. ............................................. * ' *

for the people and with it will go the attitudes which make



result o f cooperative effort w ould be the setting up o f  an 
economic dem ocracy based on cooperative principles and 
the developm ent o f a civic consciousness and a sense o f 
purpose am ong the people, two essential ingredients for the 
m aking o f a nation. T h e Cooperative Society is the finest 
instrument for achieving a state o f national unity and 
integrity, and the role o f  the official leader especially in the 
pioneer stage w ill be to develop Cooperation in such a 
manner that this benefit will accrue therefrom to the country 
as a whole. In  sponsoring the M ovem ent, the official leaders 
must always keep these objects in  mind and work towards 
their achievem ent. It is o f the utmost im portance, therefore, 
that those w ho fill the role o f leader in the Cooperative 
M ovem ent should have a deep knowledge o f  Cooperation and 
also be convinced o f its value.

This brings me to the role o f  the M inister in charge o f 
cooperative developm ent as the highest official leader o f the 
M ovem ent. In  the Asian countries, we cannot w ait till the 
people themselves realize the need for Cooperation as a 
means o f  their own economic betterment. T h e Governm ent 
has, therefore, to take the initiative. W e have, therefore, to 
examine how a governm ent should provide that leadership. 
How Cooperative a M ovem ent w ill be will depend upon the 
quality of the leadership provided at the pioneer stage. 
Therefore, it  is very im portant that this official leadership 
should be absolutely correct in its approach. There is always 
much tem ptation for any governm ent to place political 
considerations above the principles o f Cooperation. This does 
not m ean that a government should not regard Cooperative 
Societies as its instruments for economic development. 
Governments are welcom e to regard the Cooperative Society 
as an instrum ent for economic developm ent and the C o
operative M ovem ent w ill no doubt welcom e such an attitude 
on the part o f  a government. But it is im portant that the 
governm ent w hich seeks to do this remembers at every turn 
that the instrument which it seeks to use is a cooperative 
body and that the cooperative character o f that body must 
in no w ay be undermined in the process o f  its being used as 
an instrument for economic developm ent. T h e Minister
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has to guard him self from over-enthusiasm. Over-enthusiasm 
can lead to a governm ent giving undue preferential treat
ment to a Cooperative M ovem ent such as w ould lead to 
com placency on the part o f its leaders. T h e leaders would 
tend under such circumstances to overlook the fact that 
any success o f the M ovem ent is the result o f  such preferential 
treatment. T h e  m ovem ent must be made to depend for its 
survival and promotion upon its own efficiency. But the 
Governm ent must assist the M ovem ent so as to remove the 
handicaps it w ould necessarily have otherwise. This would 
be m ainly in regard to the supply o f finance and the training 
o f personnel. T h e Governm ent should not grant the M ove
ment or any section o f it a m onopoly o f  any trade. 
Monopolies must be won by the M ovem ent in the only w ay 
open to it, the cooperative way, i.e. by inducing all the 
people concerned to give their patronage voluntarily. It will 
be' the prim ary duty o f those whose task it is to advise the 
Minister to do so w ithout fear or reserve. This is the most 
im portant part o f the Registrar’s role, and the Minister 
would be well-advised to be guided by the Registrar, 
C alvert in his m onum ental Law and Principles of Co
operation has called the Registrar “  the very foundation 
o f  the M ovem ent.”  W e m ay add that the M inister is the 
fountain-head o f  the M ovem ent. T o d ay  w ith popularly 
elected governments in control and with the cooperative 
method increasingly resorted to for the implem entation o f 
governm ental schemes o f economic developm ent, the 
M inister’s leadership is very far reaching. He is in  a position 
to influence the thoughts, decisions and actions o f a large 
number o f persons and he can order and direct the official 
leaders. T h e non-officials are also prepared to be guided 
by the M inister and they more often than not accept his 
views. Therefore, the Minister must regard his charge o f 
cooperative developm ent as a sacred trust.

In Cooperation, it is dangerous to force the pace. W e are 
dealing with none other than hum an m aterial. A nd human 
beings take long to be convinced o f the desirability o f some
thing new. Unless that conviction is there, the result will be 
far from cooperative. Therefore, there should be no attempt



to get quick results. In the pioneer stage o f a M ovem ent, 
the quality o f  the Societies is far more im portant than their 
size or number.

A lthough finally the Cooperative Society should solve all 
economic problems it should not attem pt to do so at once. 
It should enlarge its sphere o f  activity gradually, gathering 
experience as it goes on. A n y  effort to quicken the pace 
particularly when the official and non-official leaders are 
new to the M ovem ent will certainly bring unhappy results. 
Thus it w ill be also the role o f  leadership to prevent the 
society from  attem pting too m uch at once. This does not 
m ean that every society must in its pioneer stage attem pt 
only one thing at a time. It can profit from  the experience 
o f others and attem pt w hat amount it can reasonably 
expect to achieve at the same time, activities w hich are 
com plem entary to each other and w hich, therefore, should 
be undertaken together i f  the integration o f those activities, 
and, thereby, the best results, are to be achieved. Therefore, 
it w ill be the function o f the leaders to assess carefully w hat 
activities should be undertaken in the pioneer stage.

Finally, the leader must not be a faddist or an uninform ed 
enthusiast or be so eonservative~th at he cannot brook any 
change in the pattern o f cooperative Hevelopment set up 
already. Just as m uch as the fundam ental tenets o f Coopera
tion never change, as a living m ovement its outward aspects, 
nam ely its organizational methods and practices, must 
develop and change. It w ill be the role o f the leader, 
especially the official leader in the A sian countries, to assess 
the situation and adapt his cooperative instrument to be in 
tune w ith the needs o f a  fast changing econom y whilst 
m aintaining its basic cooperative quality. This w ay lies 
the road to the best results from Cooperation and it w ill be 
the role o f  leadership especially in the pioneer stage to show 
the way.

L E A D E R S H I P  I N  W E L L - E S T A B L I S H E D  

S O C I E T I E S

N ow  let us examine the role o f  leadership in well-established 
societies.
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A t this stage, the leadership o f the M ovem ent would be 
concerned with —  (a) developm ent policy (b) planning 
(c) defensive action (d) training (e) research (f) de-officiali- 
zation (g) consolidation.

In  well-established institutions, the leaders should be 
prim arily concerned with development. W ithout a policy 
o f  developm ent, the society’s growth would be haphazard. 
T h e G overnm ent w ould be the first to see the immense 
possibilities o f  social and economic upliftm ent through 
Cooperation and seek to em ploy societies for these purposes. 
W hilst welcom ing such an attitude on the part o f  the 
Governm ent the leaders should work out a policy o f develop
ment that w ould not only meet w ith the requirements o f the 
day, but also be in harm ony with the principles o f  the 
M ovem ent. In  the words o f M r. G . de Soyza, a former 
Registrar o f Ceylon, “  Cooperation is a very adaptable 
instrument —  and it is the one economic method that 
applies in all circumstances.”  So a cooperative solution 
can always be found however new  the problem  m ay be. 
But it w ill not do for the leaders to find the answer. Their 
development policy should be subjected to discussion and 
the leaders should do w hat they think is good for the society 
only i f  their policy has been endorsed by the general body.

Planning is closely connected with policy m aking in that 
the p lan works out the details o f how policy is to be im ple
mented. In  im plem enting a given policy o f  development, 
the leaders must work out the details.

A t a developed stage when the society has become an 
econom ic force in the area and when large numbers of 
persons have come into the M ovem ent there arises a need 
for defensive action. This is also a task for the leaders. As 
the M ovem ent gains strength it also acquires enemies 
both within and without. There m ay be persons who 
have come into the M ovem ent through selfish motives 
to feather their own nests. It is the duty o f  the good leader 
to organize the rank and file to com bat these enemies. 
Rectification is a field in which the leaders both official and 
non-official have to be constantly engaged, as the M ovem ent 
gathers m omentum  and launches out into various fields of



development. T h e enemies outside w ill be found in the form 
o f vested interests who have been adversely affected b y  the 
forward march o f Cooperation. T o  combat them  the leaders 
o f the M ovem ent have to see that a public opinion favourable 
to the M ovem ent is created. The terms publicity, infor
mation, extension and education are used to signify the 
different methods used by the leadership in discharging 
their function o f defence.

T he education o f  the rank and file is a function o f the 
leaders. In  as much as education is necessary at the pioneer 
stage to introduce correct cooperative ideas and practices, 
education is also necessary as a continuous process in 
cooperative development.

T he term “  training ”  is used, as distinct from  “  educa
tion,”  particularly w ith reference to the im parting o f certain 
skills. W ith  a fast developing M ovem ent the leaders have to 
give thought to the problem  o f  training the employees.

In a well-established M ovem ent the organization of 
research is an im portant function for the leaders o f  the 
M ovem ent.

In  well-established societies there should be no official 
leader. In fact a society cannot be said to be well-established 
i f  it is in need o f official leadership. Further, in such societies 
w hat is needed is not leadership in general but dynam ic 
leadership. A  leader who is effective for one situation and 
one group is not necessarily effective for another group or 
even the same group in another situation. 

t In well-established societies the elected leaders should 
nave not only a thorough knowledge o f  cooperative methods, 
but also a fund of experience and capacity to run and guide 
the business. T he essential role o f a leader in well-established 
societies is his undertaking o f responsibility. It w ill also be 
his role to expand the field o f m utual help always regarding 
Cooperation as a spring-board for further development.

T h e  leader’s role in a well-established society is to plan 
for the continuous growth and expansion o f its activities 
until all the economic, activities o f  the village are em braced 
by the Cooperative O rganization. Finally it will be the role 
o f leadership to subject the society’s activities to re-appraisal
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from time to time, to invite criticism and suggestions o f  the 
rank and file and to be willing to be criticized. T h e  role of 
leadership would be to guide the society so that it w ill grow 
from  strength to strength as the all-inclusive organization 
for the solution o f economic problems on a voluntary, 
universal, democratic and non-profit-m aking basis, giving 
the members not only economic satisfaction, but also a 
feeling o f spiritual happiness.



D. G. Karve
P attern  o f  

C o o p er a tive  Leadership

L e a d e r s h i p  consists in a capacity to shoulder responsibility 
and to carry it out. Even the mere membership o f  a 
cooperative body involves a deliberate action which has 
attendant responsibilities. O rganizing Cooperative Societies 
o f  different sorts, and running them  successfully involves 
leadership o f  the highest order. From  m ember to president 
level, how to secure in appropriate measure the required 
types o f  responsible and competent personnel is a question 
which has to be satisfactorily answered i f  Cooperation is to 
succeed. In  the relatively underdeveloped conditions o f  the 
countries o f  South-East Asia the problem  is specially acute. 
The exam ple o f  India m ay be studied w ith advantage as 
a case in point.

C O O P E R A T I V E  L E A D E R S H I P  I N  I N D I A

It is well-known that in India Cooperative O rganization 
was introduced by the British Governm ent as an 
institutional means to help the small cultivator to obtain 
finance on reasonable terms. Thus policy direction cam e 
from foreign officials, but in common with the rest o f  the 
adm inistrative structure the m ain responsibility for organiza
tion fell on local officials. In  the very nature o f  things these 
Indian officials had to work through local non-official people, 
who cam e to be called honorary organizers. T h e  prim ary 
task o f the honorary organizer, w ho m ay be described as 
the first genuinely cooperative ISder\''wa.s~to~interpret the 
opportunities anH re'sponsiHlities o i^ ooperative'^aisociation 
to~tEe~farmers who wereexEorted to form  Cooperative 
SocietIes7~TKIstask had to~ be done individually and in 
groups. Thus cooperative leadership cam e to be established 
in the field o f  education, and propaganda, before it took on 
other tasks.
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Credit Societies

T h e  earliest cooperatives were small credit societies with 
unlim ited liability  o f members for common debts. Services 
necessary to run the routine operations o f these small 
societies, sometimes more than one in a village, were 
supplied by honorary workers. T h e prevailing illiteracy in 
rural India put a premium on the mere capacity to attend 
to records and accounts. As a continuous correspondence 
with several governm ent offices was involved, and as 
generally the people were shy o f  contacts with officials, the 
really significant portion o f  cooperative membership tended 
to p lay a somewhat passive role. M any o f  the evils which 
occasionally crept into the w orking o f village cooperatives 
were prim arily due to this inability o f  members to make 
their own active contribution. N o doubt the situation varied 
from place to place, but generally it m ay be said that the 
illiteracy am ong the people, the formalism o f governm ental 
adrmmstxation, the dominance'" oi’ foreign^Hfcials" and o f 
foreign"language maHe ffie'emergence o f genuine cooperative 
IeadersETpaFtHe 'basic level very difficult.

District Leadership

A t the next higher level, w hich significantly enough is 
represented in India by the purely adm inistrative unit 
called district, leadership, both educative and operative, 
could "come more readily from non-official cooperators. But 
these non-official elements were mostly from a class o f 
persons who were not themselves intereste5~in"tH e"active 
op5TatiniK^fT±ceTi^nAWs^e^^Jn„lhe„village_or_in_the 
m arket to w rirT h ev  were well-m eaning “  public workers.”  
Even leaving out o f consideration the b y  no m eans' unusual 
intrusion o f  com peting interests such as usurers and traders, 
the presence and leadership o f the urban classes did little to 
abate the sense o f dependence felt by prim ary rural members 
and their local leaders. M any am ong the urban leaders both 
at the district and State levels, some at least drawn from 

. classes who were accustomed to doing business on a large



scale, rendered constructive and selfless service to the 
cause o f  genuine cooperative progress. T h ey  supplied to 
the, central organizations o f  cooperatives the prestige and 
the competence which they otherwise w ould have lacked. 
It is no exaggeration to say that in India as between State 
and State, and even within a State as between district and 
district, the progress o f genuine and effective Cooperation 
has in the p a s tbeenltiictIyin~prop'orti to the, availability 
o f  disinterested and competent leadership from  among 
classes w ho have achiev~;d leadejsfiip_J.n~otHer sphergs o f 
action* than are strictly Relevant to cooperative business.

'THfT'opportunities offered to the ordinary member^ o f 
cooperatives went on gradually increasing. T h e progress o f 
literacy and growing fam iliarity with businessfelso helped 
to w iden the scope of active interest and o f progressive 
participation. T he advance o f dem ocratic participation in 
other institutions, governm ental as w ell as social and 
cultural, created a new confidence am ong all cooperators. 
By 1921, the era o f progressive dem ocratization dawned in 
India. N ot only did the num ber and variety o f Cooperative 
Organizations begin to m ultiply since then, but more and 
more the com paratively sophisticated members o f  the agri
cultural and rural communities started to assume more 
and more responsible tasks. W hen after the end o f the 
Second W orld W ar governm ental power cam e to be 
exercised b y representatives o f  the people an active effbrt 
was m ade to alter the composition o f the boards o f directors 
o f  central institutions so as to popularize them more com 
pletely, and especially to bring in representatives from rural 
areas. This process has now reached a fairly advanced 
stage, and at least in some States effective cooperative 
leadership is being exercised from the village to the State 
level by  persons whose interest in, and active association 
with, cooperative business is real and continuous.

O n  the level o f executive authority within cooperative 
institutions, either o f  finance or o f industry and commerce, 
the developm ent o f  professional cooperative leadership is 
o f  recent origin. Following the Raiffeisen m odel as it 
operated in G erm any towards the end o f  the last century,
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Indian cooperators had learnt in large measure to equate 
cooperative with honorary m anagem ent. WftlTtKFBctensIon 
0FC00per ation In fields where regular, skilled and responsible 
direction o f business is inevitably called for, either because 
o f the size or o f com plexity o f business, the honorary 
m anagem ent principle became inappropriate, and it served 
to prolong conditions o f  mismanagement and o f inefficient 
marfagement, which almost becam e proverbial. Recently, 
however, a welcom e change has come over the policy of 
Cooperative O rganization. Here again experience, in the rest 
o f the econom y and in political and social life has been 
a help. People have come to realize that cooperation can 

^nd ought to be good business, and, therefore, appropriate 
provision must be made for the efficient discharge o f all 
functions w hich are inseparable from organizing a business. 
A long with an insistence on the cooperative, that is m utual, 
character o f  business and on effective self-direction by the 
members themselves, the functional operations o f all co
operative activity are conforming to standards appropriate 
to the conduct o f  any modern and progressive organization. 
Cooperative education carried out at all levels from  top- 
ranking ministers to hum ble members o f  village societies 
has helped to inaugurate this change. Some o f  the Coopera
tive Organizations in the country w ould now compare 
favourably with similar organizations in private industry 
in India, and they would not lose by  comparison with 
similar organizations elsewhere. Com bining cooperative 
zeal w ith capacity for dem ocratic and efficient m anagem ent 
is not easy o f achievem ent- But as in several other countries, 
ir&India also this is being progressively accomplished.

Japan, o f  course, is even more convincing a case o f 
successful cooperative leadership than India. But even in 
other countries o f the region, in' keeping w ith general social 
and economic progress, standards o f  achievem ent in the 
cooperative 'sphere are also rising. Certain, compulsions of 
the welfare State are bringing Coperative O rganization to 
the very centre o f national and international democracy. 
T o  take a couple o f examples from India again, the conflict 
o f interests and paralysis o f action developing from a purely

5P



free and competitive econom y w ere frequently witnessed 
in the industries o f  the nation. T h e grower o f  raw materials 
such as sugarcane, the seasonal workers , employed in 
factories, and the capitalist enterprisers not only cared solely 
for their own im m ediate interests, but they also had to 
depend entirely on their own resources. A  continuous conflict 
and a  general weakening o f effort were the result. W hen, 
however, the decision was taken that future growth o f  sugar 
factories w ould be in the cooperative sector, that these 
Cooperatives w ill be form ed by cane-growers, and that 
workers em ployed in these factories w ill by preference be 
draw n from local population and w ill have a special status, 
not only was conflict m inim ized but the combined results 
o f  an all-round collaboration w ere most favourable to 
national as w ell as to local progress. T he promotion and 
organization o f this effort have given an opportunity to 
thousands o f persons to learn new jobs, and to initiate and 
direct progressive business.

Need fo r  Progress in Cooperation

This by  no means exhausts the need and possibility of 
progress. T he entire field o f  Consum er Cooperation yet 
awaits the efforts o f pioneers and leaders. N ot only in 
respect o f sugar, but in respect o f  almost all cdhsumer 
goods and o f some producer goods as well, the lack of 
institutional agencies o f efficient and equitable distribution 
has frequently caused most deplorable manifestations o f 
anti-social behaviour on the part o f  established agencies. 
Even to give to these latter the requisite toning up o f social 
purpose and professional rectitude it is essential that C on
sumer Cooperative M ovem ent should be organized^ especi
ally in urban areas, in the same comprehensive manner in 
w hich the credit movement is organized in rural areas. 
This fid d  awaits the efforts o f  cooperative leaders o f India 
almost; at all levels. T h ey are aware o f  the challenge, #and 
one hopes that with determ ination on their part, and with 
the assistance o f better endowed and more experienced 
friends elsewhere, a substantial progress in this field would
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be registered in the next few years. In  all other countries 
o f the region there are com parable achievements and 
com parable challenges. But w ith confidence and skill 
gathered from  experience all these nations are m arching 
forw ard towards cooperative progress. In  all walks o f life 
a distinctive dimension is being supplied by cooperative 
leadership.

A A t bottom  all such progress is conditioned by co
operative education in the widest sense o f  the term. In 
the act o f  joining a Cooperative an individual member 
makes him self responsible for following certain essential 
principles o f  cooperative association, and for so conducting 
his professional activities as a m ember as not to endanger 
either his own, or his collaborators’ and the communities’ 
best interests. It is, therefore, im perative that all prim ary 
members o f  cooperatives should be suitably educated 
cooperatively and professionally, before they join  a coopera
tive. A t  any rate, this educative process should be completed 
before membership is confirmed. For higher levels of 
cooperative functioning appropriate schemes o f  training 
rgust be devised, and they must be scrupulously carried 
out. There is nothing inherently effective or beneficent in 
the mere form o f Cooperative O rganization. M any coopera
tives so called are bad cooperatively, as well as professionally. 
A  conscious and continuous effort to preserve and promote 
high standards o f cooperative action is an essential part o f

^Cooperation. T h e national Cooperative M ovem ent o f  each 
country and the international organization o f  cooperators 
must com bine so as to make Cooperation a significant part 
o f the massive change towards m odernization w hich is 
taking place in hitherto undeveloped parts o f the world. 
N o higher purpose can be indicated for cooperative educa
tion than the creation o f adequate leadership to guide the 
destinies o f .the new institutions w liich are being set up in 
the cooperative sectors o f all the newer democracies.



D. R. Gadgil
Socio-Econom ic F acto rs  

Underlying P a tte r n  o f  
Leadership

P r o b l e m s  o f leadership o f Cooperative Organizations are 
sim ilar to a considerable extent all over the world. However, 
the underdeveloped countries show certain peculiarities o f 
social and economic structure which condition, in a special 
m anner, problems o f  cooperative leadership am ong them. 
Features which specially distinguish the underdeveloped 
countries from  the industrially advanced countries are, 
poverty with its concomitants o f  low standards o f living and 
o f  education, and a traditional social structure adapted to 
older social and economic conditions. A  hundred years ago, 
at the time when Cooperation was first m aking headw ay in 
countries o f Western Europe, conditions in them bore some 
sim ilarity to existing conditions in underdeveloped countries. 
T h e y  had large proportions o f  population still engaged in 
agriculture; the peasantry in most o f them was still at the 
m ercy o f the m oneylender-trader; conditions o f living and 
work in their growing cities were unsatisfactory and the 
labour class was heavily exploited. A  notable feature o f the 
situation in the underdeveloped countries today is the large 
extent to which in movements like that o f Cooperatives or 
trade unions outside leadership is in evidence. In the initial 
stages o f the Cooperative M ovem ent in Europe also leader
sh ip  cam e essentially from  outside as in the persons o f  O w en 
and Raiffiesen.

Poverty/backwardness and an antiquated social structure 
gravely  ham per the progress o f  Cooperative Organizations 
and the emergence o f cooperative leadership in the under
developed countries. T he classes and groups in these 
countries who have a significant saving potential, or have 
clear comprehension o f  the possibilities o f progress and 
possess opportunities to take advantage o f these, are usually 
sharply separated from the others. T h ey  occupy the spheres 
o f modern business and industry, o f the professions and
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governm ent service in which there are ample opportunities 
and all that is needed is aggressive individual effort and 
group patronage. O n the other hand those who are not 
econom ically w ell off, specially privileged or educationally 
well-equipped cannot make any progress or im prove their 
positions without special effort and assistance. Inevitably, 
improvem ent o f  the conditions o f  the poor and backward 
classes in the underdeveloped countries, cannot be initiated 
by leaders among themselves and i f  perchance, some such 
leadership emerges the effort cannot advance far without 
considerable external assistance. This external aid and 
assistance has been given, b y  and large, by government 
authorities.

In  colonial regimes, initiative in relation to cooperative 
activity was almost invariably taken by governm ent and 
its officers. There was a special reason for this. It was that 
the operation o f colonial regimes themselves resulted to a 
large extent in putting down growth and activity o f natural 
leaders in indigenous society. T he need to maintain an alien 
regim e necessarily led to discouragement o f any large 
upsurge o f spontaneous activity am ong governed societies 
as this m ight lead eventually to agitation for change in the 
colonial regim e- This made it inevitable that government 
officers supply, in the main, leadership in Cooperative 
Organizations. For obvious reasons, such official leadership 
could not lead to any substantial progress or achievement. 
T h e growth o f Cooperative Organizations would have a logic 
o f  its own which would in time im pinge on government 
policy. As economic policy was largely inflexible in colonial 
regimes, there was a. natural check on the growth o f  coopera
tive activity. M oreover, in these circumstances, progress in 
any actiyity or regime depended largely on the zeal and 
competence o f individual officers and was hampered, apart 
from  other reasons by lack o f  continuity in leadership. In 
the more intelligently administered colonial regimes, limited 
scope was left for the emergence o f non-official leadership 
side by side w ith leadership o f officials. However, even in 
such regimes,*1 the sources o f such non-official leadership 
and its quality were subject to grave limitations. Such

Q



leadership could emerge only from groups within society 
w hich were loyalists or, w ho were, at least, not m ilitantly 
opposed to the colonial regim e. This was because, on the 
one hand, it was not possible for such regimes to entrust 
leadership o f potentially powerful Cooperative Organizations 
to members o f hostile groups and, on the other hand the 
m ilitant groups w ould ordinarily not find it worth their 
w hile to engage in work w ith highly lim ited political 
effectiveness. As a result, it happened that the m ilitant 
parties whose representatives in most cases came into power, 
after the cessation o f  colonial rule, were not usually asso
ciated during that rule with the early origins or growth o f  the 
Cooperative M ovem ent.

W ith the attainm ent o f independence, there was no reason 
w hy any section o f non-officials should keep aw ay from  
cooperative activity; but the attainment o f independence 
did not m aterially change the situation in other respects. 
T h e  handicaps o f poverty and backwardness continued and 
the need for governm ent sponsorship and assistance for 
initiating and developing cooperative effort am ong the 
peasantry and other backward strata was as urgent as before. 
A lso governm ent action now becam e even more all-pervasive 
and its spread met w ith less criticism, than before. Because 
o f  the closer identification o f  people w ith government and 
because o f  the orientation o f  policies o f most new ly inde
pendent governments towards developm ent planning, 
official encouragement o f the cooperative sector becam e 
readily accepted and in the new  context, cooperatives were 
generally agreed upon as the most appropriate agencies 
through which large numbers o f  types o f plans should be 
implemented. As the new governments took a m uch more 
positive view  o f their responsibilities than their predecessors, 
not only the urgency but also the field and types o f  effort 
required were greatly increased.

W ith  all this, in the initial stages at least, reliance on 
governm ent officers also continued. T o  the extent that 
colonial regimes had discouraged the growth o f indigenous 
self-reliant leadership and had directly or indirectly fostered 
habits or attitudes o f  dependence on government, there
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was no alternative readily available. Also, to the extent that 
the older structure and traditions o f  societies did not allow 
for ready emergence or growth o f leadership suitable for 
modern cooperative business, the disappearance o f  the 
colonial regime did not im m ediately prove a corrective. T he 
combination o f these two sets o f circumstances led and leads 
in part even today, to a continuation o f the dependence on 
governm ent officers as providing initiative and continuous 
direction for the growth o f the Cooperative M ovem ent.

H owever, this m ay be taken as representing an essentially 
transitional stage. T he older disadvantages o f official leader
ship continue even in the post-colonial era. Further, 
governm ent officers in the new independent States suffer 
from  a continuous dim inution o f authority and prestige, as 
the power and prestige o f politicians and other non-official 
leaders grow. T he imm ediate problem  in cooperative 
leadership in all newly independent countries is, therefore, 
that o f  rapidly dispensing with leadership o f government 
officers in cooperative activity and establishing a pattern o f 
non-official leadership from am ong the people themselves. 
A part from  the general problems arising out o f poverty 
and backwardness, the special problems faced in the emer
gence and operation o f cooperative leadership stem from 
the stratified social structure and the m any divisive factors 
in the older societies. These differ in their manifestations 
from society to society and m y account is related to the 
conditions in India and, more particularly, to those in 
M aharashtra. In  India the dom inant social factor to which 
attention has-to be paid in every context, is that o f the 
caste. Added to this are other related features o f our society 
such as the division between religious groups, the distance- 
between urban and rural societies and as special corollaries 
o f  the above the privileged and isolated position o f the 
classes from  whom  professionals* and administrators are 
drawn' and the differentiation o f  the trading communities 
from the rest o f the society and their intense sense o f cohesion. 
A ll these features o f our society have striking results in 
relation to problems o f cooperative leadership. I shall 
attem pt to deal with a few o f these.



T h e first is the provision, badly needed in relation to the 
poor and the backward, o f pioneering leadership from out
side these classes. In  India, because o f the caste structure 
and because o f  the cleavage between urban and rural 
society, leadership from am ong those who are competent 
and w ell-off is not readily attracted towards this work. 
T h e classes such as the intellectuals, professionals, adm inis
trators or leaders in trade and industry from am ong whom  
leadership for pioneering in the cooperative field could most 
easily come are not, sufficiently, in close or continuous touch 
with the peasants, artisans or labourers or their problems. 
Few am ong them, therefore, possess close understanding o f 
the problems or have intense feeling regarding the condi
tions o f  the backward and poorer classes to whom  leadership 
has to be provided. O n the other hand, the backw ard and 
the poor classes are not always in a position to welcom e such 
leadership from outside when offered. T h ey have stored 
experience o f the past, and lasting memories o f oppression, 
exploitation or at best o f neglect or indifference o f the urban 
and the advanced castes and classes towards the problems 
o f  other elements in society. T h e memories o f the past and 
also current and continuing evidence o f exploitation, or 
neglect o f  these other classes engender feelings o f distrust 
and suspicion am ong those to whom  outside leadership is 
offered. T h e lack o f sym pathy and o f trust among those who 
m ight be in a position to afford pioneering leadership and 
those in whose behalf it is to be exercised create grave 
difficulties relating to leadership. T h e distrust and the lack 
o f  sym pathy are not, it m ay be noted, transitory phenomena, 
but are rooted in the structure and operation o f our 
hierarchical and caste society.

O ur social structure affects not only the attitude o f 
peasants, labourers and other backward classes, towards 
external leadership, but also influences the degree o f internal 
cohesiveness o f these groups. T h e  most im portant factor, 
in  this context, is the division o f  these classes among a 
num ber o f closed groups. In a few regions in India, peasant 
society m ay be found relatively homogeneous, i.e. the bulk 
o f  the peasantry in the region m ay belong to a single large
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caste or related sub-castes. In  the large m ajority o f  the 
regions, however, this is not the case; so that the peasantry 
in  different parts o f a region m ay belong dom inantly to one 
caste with minorities o f  other peasant castes or in all parts 
o f the region the composition o f  peasantry by caste or 
com m unity m ight be highly mixed. T h e division among 
different caste groups o f  varying strength, o f say, peasant 
society in a region m ay have considerable influence over 
the operation o f  cooperative leadership. This is because 
loyalty  to caste and suspicion o f those belonging to other 
castes intrude into this area. As a result, members in a 
Cooperative Society m ay tend to back leaders from their own 
caste or com m unity without reference to the quality o f 
these leaders in relation to the work o f  the cooperative. Also, 
the leaders and those in authority would show favouritism, 
in the administration o f  the society, towards members 
o f their own caste or com m unity, A  cooperative, if  it has to 
succeed, has to be operated as an essentially open organi
zation, that is in admission to membership and in the 
conduct o f  affairs o f the Cooperative Society differentiation 
between member and member should not be made in 
relation to any factor that is not relevant to the working o f 
the Society. This is difficult to achieve in a caste society 
which is composed o f a num ber o f relatively closed groups 
w ith little intim ate social intercourse am ong members o f 
the different groups. In such a context leaders who w ill 
take a consistently non-partisan view  o f  cooperative affairs 
do not readily emerge nor are members o f Cooperatives 
ready to accept with equal enthusiasm and trust good 
leaders irrespective o f  the caste or the com m unity to which 
they belong.

In  areas where the social composition is relatively hom o
genous or where the membership o f a prim ary belongs to 
one group the foregoing problems m ay not come to surface 
at this level. However, they have to be faced at the higher 
and more comprehensive stages i.e. wherever members 
o f  different caste or com m unity groups have to jo in  together 
in cooperative effort either prim ary, secondary or federal 
and in all integrated efforts and systems.



A nother aspect o f  our traditional society is its hierarchical 
structure. T h e different closed groups, castes or commu
nities, are usually ranked in an order which traditionally 
indicates socio-economic status. In such a society the groups 
ranking higher find themselves privileged in relation to 
those that rank lower and it is expected that the latter w ill 
defer in most matters to the former. Traditional attitudes 
and expectations o f this type create other problems for the 
working o f  Cooperative Societies. T h e  working o f a Coopera
tive assumes equality o f all irrespective o f com m unity or 
class. W here the hierarchical ideas derived from the older 
structure persist (and they are very persistent and pervasive) 
the dem ocratic functioning o f cooperatives meets with a 
real difficulty. T h e situation is further complicated by 
existence w ithin regional and group societies o f hereditary 
positions o f  leadership in the village, the region, the guild, 
etc. These were traditionally associated with certain families 
and were expressed in certain forms o f  social precedence, 
some o f  w hich m ay continue to the present. Members o f 
such families or holders o f the traditional positions may, and 
do, expect recognition o f their status and the resulting com 
plex o f  attitudes m ay get reflected in the working o f even a 
cooperative society. The position o f  Chairm en, M anagers, 
members o f  the Boards or Comm ittees o f cooperatives m ay 
come to be expected as m atter o f traditional social right by 
members o f  the higher ranking groups and families and 
holders o f hereditary offices. I t  m ay not occur to the rest 
to question these claims and i f  somebody questioned them 
he m ight not find general support. T o  some extent all this 
m ay not affect more than the formal arrangements in the 
Cooperative Organization. H owever, it is capable o f in
fluencing in an adverse m anner even the working o f these 
organizations. Positions not only o f form al status, but even 
o f real authority m ay continue to be engrossed by certain 
groups or persons and they m ay prove incompetent or 
dishonest or b o th ; public criticism m ay yet not be vocal or 
effective because o f  the association or continuing influence 
o f traditional attitudes or sentiments. Also, there m ight be 
an unequal distribution o f  benefits o f  operation o f the
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cooperative. This is all the more likely as in a num ber of 
cases social ranking and economic strength go together. In 
the circumstances, the cooperative system m ay operate even 
within the class, say, o f peasants for the special benefit of 
those higher in socio-economic gradation rather than as 
an egalitarian force. T he situation would be particularly 
aggravated where groups which are extrem ely dissimilar in 
socio-economic status and partly antagonistic to each other 
live side b y  side; for example, in common organizations o f 
caste Hindus and untouchables or o f  those o f settled 
agriculturists and members o f aboriginal tribes.

It is, in such contexts, that the m uch canvassed concept 
o f “  natural ”  leaders needs special examination. It is easy 
and usual to identify “  natural ”  leaders, w ith traditional 
leaders, w ithout remem bering that traditional leadership 
is intim ately associated with the hierarchical and hereditary 
aspects o f the older social structure. Reliance on natural 
or traditional leadership in this case, would, be beneficial 
only i f  the natural or traditional leaders accepted fully the 
values o f  an open and dem ocratic society and worked 
for their active implementation and articulation in the 
operation o f  Cooperative Organizations. Otherwise, their 
influence m ay not prove helpful and m ay indeed warp 
Cooperative Organizations from their real objectives and 
purposes.

Another aspect o f traditional society is the high degree 
o f specialization o f occupations and the tradition o f ignoring 
interests and skills outside a narrow range. T h e functioning 
o f a cooperative even at the prim ary level requires from its 
leaders a certain awareness o f social purpose, some adminis
trative ability and a business outlook. Awareness o f social 
purpose was not absent in the older societies. In  fact, para- 
m ountcy o f group interests was usually taken for granted in 
these societies. This traditional emphasis could prove an 
asset to the filnctioning o f  Cooperatives except for the fact, 
already noted,! o f the somewhat lim ited interpretation o f  the 
concept o f  group loyalty and group interest. The inter
vention o f colonial rule everywhere, made for a break in the 
older adm inistrative traditions and did not provide a suitable
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substitute on a wide scale especially in relation to adm inistra
tion in a self-governing group. T he adm inistrative tradition 
o f  the colonial rule was and had to be essentially authoritarian. 
T o  this extent adm inistrative experience would be generally 
lacking. H owever, this handicap w ould be got over with 
independence, when, in due course self-governing political 
and other organizations proliferated rapidly.

T h e  requirem ent o f a business outlook w ould be more 
difficult to meet in a general way. A  self-sufficient peasant 
econom y does not breed a business outlook and to the extent 
that m any occupations and pursuits in  the older society 
were oriented aw ay from a m arket econom y business outlook 
would be lacking in them also. T h e  resulting handicap 
w ould be felt not only in the case o f classes such as peasants, 
artisans, or labourers, but also at the level o f secondary 
urban organizations. This is because in the older society 
the scholar, the administrator and the businessman, were 
not only functionally differentiated but also usually belonged 
to rigidly separated castes. T h e scholar m ay have high 
ranking, but w ould remain poor w ith no experience of 
business and money dealings and w ith an attitude o f near 
contem pt in  relation to those whose m ain vocation was 
finance and trading. T h e trading and business communities 
on the other hand, had a highly developed business outlook 
and were extremely proficient in their own lines, but they 
possessed, on the whole, little o f  a tradition o f a broad social 
purpose or o f  an integrated social loyalty. Therefore, to the 
extent that leaders in the secondary organizations came 
from  castes with administrative, professional or scholarly 
backgrounds, they m ight show an understanding o f  coopera
tive principles and an enthusiasm for them, but little 
appreciation o f administrative techniques and almost no 
aptitude for practical business. O n  the other hand, i f  they 
derived from  business communities they would, in the main, 
not show a  high social purpose and would, in addition be 
more distrusted b y  the backward communities. Problems o f 
leadership at even the secondary level thus prove difficult 
because o f the special requirem ent o f  a combination of 

/Social purpose with aptitude for practical business.
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Problems arise also in connection w ith relationships o f 
leaders o f the larger Cooperative Organizations with the 
salaried, adm inistrative and technical staff o f  these organiza
tions. A part from  such aspects o f the situation as are universal 
the special difficulties in  Indian conditions arise from the 
lack o f  m utual contact and the resulting distrust and suspi
cion o f  each other. This is due to the fact that ordinarily 
the salaried administrators and technicians and the leaders 
o f the Cooperative Organizations belong to different strata 
in society and to different closed groups.

A t present leadership at the level o f secondary organi
zations is being provided to a large extent b y  the urban and 
professional classes. But the extent o f this provision is neither 
adequate nor very effective. T h e developm ent that holds 
most in store for the future is the rapid grow th o f educational 
facilities in small towns and in the countryside which is 
raising the level o f  education in rural society. This together 
with the gradual increase o f effective political power in the 
hands o f the farm ing comm unity should have the effect o f 
stimulating the emergence o f adequately qualified and 
sufficiently numerous body o f leaders from  among them. 
It appears highly likely that in the near future the peasant 
classes w ill provide leadership in increasing proportions 
not only at the prim ary but also at secondary levels.

In  the ultim ate analysis, problems associated basically 
with poverty and backwardness could be solved only by 
total socio-economic progress. Except in the case o f a revolu
tion the process o f developm ent is likely to bring about not 
a sudden change in the conditions o f all but only a gradual 
improvement o f conditions o f stratum after stratum. H ow 
ever, even a partial improvem ent o f the condition o f  some 
among the older poor and backward groups could make for 
a significant widening o f  the field from w hich leadership 
could emerge. A nd such a widening m ight be highly prefer
able to a continued restriction o f  the potential o f leadership 
to small urban groups as before. T he widening o f  this poten
tial in relation to the top strata am ong peasantry and 
artisans has special significance. Both caste and economic 
conditions function as divisive factors in India today. T he



urban higher caste leadership suffers from handicaps on 
both accounts in relation to peasants and artisans. The 
possibility o f leaders com ing forth from among the better-off 
peasants and artisans has im portance because, in the first 
instance, they would not labour under the disadvantage o f 
caste differentiation. Secondly, in  the prevailing atmosphere 
o f insistence on progress towards a socialist society and the 
rising importance o f mass vote in politics, leaders from 
am ong them, the richer strata o f  peasants, etc. are likely 
to realize the need o f functioning so as to achieve the broader 
objective.

Finally, there is one aspect o f  cooperative leadership in 
India today to which I should like to draw special attention. 
A t present there is an almost entire lack o f emphasis in India 
on training and education o f non-official leaders in basic 
principles o f  cooperation. T h e cooperative w ay has become 
so associated with economic developm ent and cooperative 
organizations are so m uch looked upon as instruments of 
econom ic planning that the aspects o f instrum entality of 
ecgnomic betterment and o f efficiency in operation are 
almost •exclusively em phasized- T here is little attention 
given7~side~by side, to the aspect o f the cooperative as 
deliberately giving a second place to individual profit and 
an^n^E asizmg~progi£is o f  the group as a whole and, in the 
larger context as seeking protection and growth o f the 
interests o f the poorer groups in society. It is true that in an 
underdeveloped society it is particularly im portant to insist 
upon attention being paid to the economic calculus and 
econom ic rationality. But it is common experience that the 
lesson o f the pursuit o f aggressive self-interest is very easily 
too w ell learnt and in the result the old restraining social 
influences and group loyalties are broken down. It is 
undesirable that this should be allowed to happen.

Further, in the erection o f  a cooperative structure, atten
tion to basic principles, the proper division o f  labour among 
the different sides, the m utual relations o f  the prim ary, 
the secondary and o f the higher tederal organizations, 
m eam nglul coordination and integration o f different types 
at a ll levels, attain very great im portance. No proper
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understanding o f  these or appropriate articulation o f princi
ples could be achieved except through im partation o f training 
and education in basic principles o f  cooperation. T h e lack 
in India in this regard is grave in relation to the general 
body o f members at both prim ary and secondary levels and 
specially in regard to leaders o f  cooperatives at these levels. 
Serious misdirection o f  effort at all levels is evident today 
because o f the very uncertain and unclear grasp by all, 
including the official leadership, o f principles fundam ental 
to the form ation and operation o f  cooperative economic 
activity.
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Forms o f  E xternal Guidance  
J. c. Ryan and Stim ulus

— Governmental

T h e  Cooperative M ovem ent is a people’s movement. In 
W estern countries, it was led, organized and established by 
leaders o f the people themselves. In  G erm any, for instance, 
Schulze Delitsch introduced the Cooperative Credit M ove
m ent in the urban areas, while D r. Raiffiesen and Dr. Hass 
organized it in the rural areas. In  England, the Rochdale 
Pioneers founded the Consumers’ Cooperative M ovem ent. 
In Ireland, Sir Horace Plunkett and Fr. Finlay established 
the Irish A gricultural O rganization Society under whose 
aegis the cooperative creameries and other Cooperatives 
were set up. In  Canada, A aron Spiro was responsible for the 
w heat pool and Mons. Jardine introduced the cooperative 
credit unions.

In  most o f the Eastern countries, the picture is different: 
the Cooperative M ovem ent was initiated by the Governm ent. 
In  India, Burma, Ceylon, M alaya, Thailand, and other 
countries o f the region the Governm ent enacted a Coopera
tive L aw  and the M ovem ent was introduced in pursuance 
thereof. N aturally, therefore, some one had to be made 
responsible for introducing and guiding the M ovem ent on 
safe and sound lines. U sually, the law  places this responsibi
lity on a Registrar o f Cooperative Societies. T h e leader of 
the Cooperative M ovem ent in these countries was there
fore an official, and, very often, the Cooperative M ovem ent 
cam e to be indentified with the official. For instance, in  the 
Punjab, it meant M r. Strickland, M r. Calvert or Sir 
M alcolm  Darling, and in M adras, it  meant M r. P. R ajago- 
palachariar or M r. Swam ikannu Pillai or M r. H em ingw ay; 
but these Registrars recognized the fact that the Cooperative 
M ovem ent should be a popular movement and the best w ay 
of m aking it such a movement was to pick out local leaders 
to run Cooperative Societies. In fact, Sir Fredrick Nicholson’s 
R eport on Agricultural Credit in Europe which led to the



enactment o f the first Cooperative L aw  in India in 1904 
recomm ended that i f  cooperative credit societies were to 
succeed in India a Raiffiesen should be found for each village. 
Successive Registrars in the various provinces o f India set 
themselves to this task o f finding Raiffiesens and advised 
their junior officers to do likewise.

In  the early years o f the Cooperative M ovem ent, therefore, 
much o f the efforts o f the officials o f the cooperative depart
ment was devoted to searching for local leaders, picking 
them out and assisting them to get into the managements o f 
cooperatives. T h e leaders were usually chosen from  among 
those who were recognized in the locality as men o f integrity 
and as men w ho w ould work for the common cause in the 
interests o f the general good. T h ey  were either the natural 
leaders o f the com m unity or caste which formed the Coopera
tive Society or w ealthy men w ith wide influence who were 
inclined to serve their fellow men in a spirit o f noblesse oblige 
or educated men who were w illing to render a helping hand 
to their fellow men to im prove their econom ic conditions 
by jo in t effort. T h e officers o f his Departm ent were instructed 
by the Registrar to select such men, acquaint them w ith the 
principles o f "Cooperation and the by-laws o f the Societies, 
enthuse them  for the cause and even suggest them  to the 
members o f the newly-organised Societies to elect them 
as their presidents or secretaries. As the selection was 
usually done with care;, the suggestion was almost 
invariably accepted and these leaders becam e the office
bearers o f Cooperatives.

From  the prim ary level to the secondary and tertiary 
levels the ascent o f  the leaders was easy. T heir own prestige 
and influence in the villages and their performance in the 
prim ary societies marked them out as leaders who could go 
up to the higher levels and it needed but a word or two from 
the district cooperative officer to help a deserving leader to 
clim b up $0 the central cooperative bank or other district 
organizations. I f  it was a case o f election to the state coopera
tive bank or other State Cooperative O rganization, a hint 
from the Registrar was enough to secure the most competent 
leader for the top office. M ost Registrars and their assistants
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however did not interfere in the elections at any stage but 
functioned as friends, philosophers and guides o f  the 
Cooperative Society concerned.

T h e part the officials o f  the cooperative department 
played in .choosing and prom oting leadership in the M ove
ment has gained considerable im portance after the w ar in 
countries where political independence o f some kind was 
obtained and planning for econom ic developm ent was 
undertaken. Planning carries with it the responsibility to 
execute the plan and is very often backed by funds provided 
b y Governm ent for the fulfilm ent o f  the plan. In  some cases, 
as in India, Governm ent had entered into partnership with 
cooperatives by contributing to their share capital. In some 
other cases, Governm ent had provided subsidies and loans 
to assist the societies to attain their objectives more effici
ently. In  all these cases, the need for safeguarding the funds 
o f  the Governm ent given to Cooperatives and for accom 
plishing the plans drawn up for their expansion and 
developm ent led Governm ent to desire that they should have 
a voice in the administration o f large societies either through 
their own officials or through non-officials selected by them. 
This has given rise to a new. variety o f  leaders, official and 
non-official, being introduced into the Cooperative M ove
ment. There are instances where the entire committee o f a 
new ly registered Cooperative is nom inated by Governm ent 
for the first three or four years; there are cases where a part 
o f them, or at least the chairm an, is nom inated by the 
Governm ent initially. This procedure has been generally 
welcom ed b y  the non-official cooperators themselves because 
they are in agreem ent with the plan for speedy economic 
development and are satisfied that the developm ent desired 
and the expedition with which it should be attained can be 
better secured with the help o f  Governm ent nominees on 
committees. In  India, however, they have restricted the 
extent o f such nom ination by saying that it should not exceed 

--one-third o f  the total strength o f  a com m ittee or three, 
whichever is less.

T he procedure o f  nom inating a  committee or a part o f a 
comm ittee o f  a society or only its chairm an appears to
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resemble the procedure which has been adopted by the 
British Governm ent in the political sphere in countries 
which they were helping to progressively attain full self- 
government. Legislative bodies were first constituted with 
nom inated m em bers; later elected members were added on 
to th em ; still later even the chairmanship was thrown open 
to elections. In the economic sphere dealt w ith by Coopera
tives, governm ent policy has approxim ated to this pattern; 
but two im portant differences should be noted: Firstly, 
Governm ent have made it clear that they w ill withdraw 
their nominees from  every Cooperative Institution as soon 
as their own stake in it is retired b y  the society. Secondly, 
Governm ent do not exercise any power o f  veto over the 
decisions reached b y the society. This is a recognition 
o f the autonomous character o f  the Cooperative and 
o f  the fact that full autonom y can be reached quickly 
and efficiently with initial help and guidance from 
Government.

It is gratifying to observe that in m any societies whose 
committees or part o f whose committees or whose presidents 
were nom inated b y  Governm ent, when the principle of 
nom ination was given up and the offices were thrown open 
t<\ election, a good m any o f the nominees o f  Governm ent got 
into office again b y  the vote o f  their respective general 
bodies. Particular mention m ay be m ade o f a state coopera
tive bank in w hich the Finance Secretary o f  Governm ent 
who had been nom inated b y Governm ent as its president 
was elected to the same office by  the members o f the bank 
on the expiry o f  its period o f nomination. Sim ilarly, in a 
cooperative spinning mill, the nominated president resumed 
office by the vote o f its members when the period o f his 
nomination expired. I  give these instances not to justify 
that leaders o f tH,e Cooperative M ovem ent should be selected 
b y the cooperative departm ent or Governm ent. T h ey  should 
ordinarily be chosen b y  the Cooperative O rganizations 
themselves. Nom inations or suggestions from Governm ent 
or the Registrar should be m ade only in unavoidable cases. 
W e cannot however ignore the fact that a Cooperative is no 
a mere social organization.



In  the words o f  a recent publication o f  the International 
Labour O ffice entitled Cooperative Management and Adminis
tration, “ a Cooperative is both an association and an 
enterprise, com bining an ethical content w ith a business 
structure and business activities.”  Therefore it follows that' 
m anagerial ability w hich combines clear thinking, good 
judgem ent and ability to take a decision and bear responsi
bility should be ensured to make the enterprise a success. 
M ost developing countries have yet to build up a cadre o f 
efficient managers o f  big Cooperatives to whom  the leaders 
o f the Cooperative M ovem ent can entrust the management 
o f  Cooperatives and confine their attention to the broad 
policies o f  adm inistration and the ethical aspect o f the 
M ovem ent. In  the U .K ., Canada and the U .S .A . Coopera
tives have attained a standard o f  financial strength which 
has enabled them  to pay salaries to such- technical men 
com parable w ith salaries paid b y  other business organi
zations. T h eir Directors are therefore in a position to look 
after the general conduct o f the society leaving details o f 
administration to these experts'. Indeed, cooperative unions 
in some o f  the advanced countries m aintain a list o f  efficient 
managers from  which Societies choose their chief execu
tives.! T h e sooner Cooperative O rganizations in developing 
countries build up their • financial strength and stability, 
give up Governm ent aids obtained in the form  o f share 
capital and subsidies and build up their own m anagerial 
strength the quicker w ill they bloom  as fu lly  autonomous 
institutions w hich they should be. This is a goal towards 
the speedy attainm ent o f which official and non-official 
workers should devote their energies; for, Cooperation 
should be based on self-help and m utual help and not on 
self-help, m utual help and State help.
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- N o n - G o v e r n m e n t a l

W here economic problems are pressing and importunate, 
as in under-developed countries, they tend to overshadow 
all other problems and in the desire to seek solutions to these 
problems means are sometimes subordinated to ends.

In  India, econom ic problems are undoubtedly serious 
and the standard o f  living is extremely low by all accepted 
standards. It has led her to attack w ith determ ination the 
problems o f  her w ant and poverty. But this has not ruled 
out her adopting other goals which are being pursued 
simultaneously and w ith equal devotion. Politically, India 
has' em braced the dem ocratic w ay o f life. She is equally 
wedded to the Fundam ental Freedoms w hich have long 
been the cherished dream  o f hum anity. In  building up 
society, India upholds and respects the freedom  o f  the 
individual, and w ill give as m uch —  i f  not even more —  for 
preserving it as she w ill for ensuring to her children, decent 
living and working conditions, good education, health and 
welfare.

In  such a context, the Cooperative M ovem ent o f  India 
assumes unusual significance. O ne can look only in vain  for 
another form or philosophy w hich can as neatly combine 
all the values sought by  Indian society.

W ith this perspective in  sharp focus, it becomes easier to 
answer a num ber o f  questions which face the Cooperative 
M ovem ent today. T h e y  are seemingly tedious questions; 
yet, when examined in the perspective outlined, they are at 
once simple.

T he role o f  non-official leadership is basic to the Coopera
tive M ovem ent. I f  Cooperatives were to be mere econom ic 
institutions, we w ould only need State managers and 
administrators to run them. But i f  they are to build up not 
only the economy, but also hum an beings,-then it is a task 
beyond the competence o f  any Governm ent anywhere, at



any time. Even in economic terms, no cooperative venture 
has yet recorded success where it has also not built up 
hum an beings.

This, then, is the first and foremost task o f people devoted 
to this philosophy —  to build up hum an beings, leaders 
especially —  outside the civil service o f  the Governm ent or 
o f the Cooperatives.

T h e  question is often p osed : “  W here will so m any leaders 
and builders come from, i f  the spread o f  cooperatives is not 
to be delayed? ”

I w ould like to answer this question by a reference to the 
experience o f the Indian Cooperative U nion in its well- 
known experim ent in self-help: Faridabad.

T h irty  thousand refugees from the N W F P  in Pakistan 
were provided w ith tem porary tented shelter b y  the Indian 
G overnm ent at Faridabad, an old town 18 miles south o f 
Delhi. A ll o f  them  were fed on Governm ent doles. A n arm y 
unit administered their cam p as they were considered a 
difficult lot in terms o f law  and order. T h ey  lived there for 
months without any enlightenment as to their future. T h ey  
grew restless. A t last they becam e desperate and m arched 
to the Prim e M inister’s house to demonstrate before him. 
W ithin a few days the Prime M inister set up a development 
authority with a num ber o f  social workers, social organi
zations and Governm ent officials, to attend to future 
plans for these distressed people. T h e Indian Cooperative 
U nion was one o f the organizations invited to jo in  this 
group.

T h e I C U  found that official plans, until then, had been to 
construct a township for housing these refugees, a project 
which was expected to take about five to seven years. T h e 
usual building contractors attached to the Public W orks 
Departm ent, appeared on the scene to take up this $5 million 
project. M eanw hile, Governm ent had no other plans than 
to continue the doles till the township was constructed. 
Feeding 30,000 people over five years w ould have needed 
another $5 million, i f  not more. T h e I C U  also found that 
besides converting the tented roofs into concrete ones, the 
authorities had no plans or ideas to secure gainful employment
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for the refugees after they had m oved into their newly- 
built perm anent dwellings.

It was patent that the refugees were lacking in leadership, 
initiative and im agination. T h e whole burden o f  planning 
and com pleting the jo b  was thus on the officials, who felt 
that they were already doing more than their best.

T h e I C U ’s first step was to prevent the township project 
from being handed over to the contractors. It felt that the 
refugees themselves should build their township. A  rapid 
occupational survey, however, showed that, not more than 
ten per cent o f  them had ever done a jo b  w ith their own 
hands. T he rest were moneylenders, petty traders and 
merchants. A t the same time, it was evident that they would 
have to learn, sooner or later, the use o f their hands. It was 
a hard thing to expect them to undergo an occupational 
transformation o f  this nature, but would not the difficult 
social and psychological problem involved in this trans
form ation be easier i f  they were m ade to realize that they 
were building their own homes? W ould not even manual 
labour then come to be invested with dignity and its travails 
made lighter?

T here were about 5,000 able-bodied men and women who 
were soon inspired to take up spade and shovel. For effective 
working, such a large labour force had to be organized in 
smaller groups num bering in total about 400. A nd as they 
were all working not only for a wage but also for an ideal, it 
became easier to win them over to the cooperative idea. The 
400 groups elected as m any leaders and periodically changed 
them, electing new  ones. From  simple labour cooperatives, 
various groups acquired enough confidence to take up 
brickm aking, blacksm ithy, carpentry, transport, flour mills, 
consumer stores, hosiery, garments and power-looms. T h ey 
spent five hours a day learning their new vocation or trade, 
and an hour learning the principles and practices o f 
Cooperation.

In little or no tim e the township sprang up w ith 5,000 
dwellings, hospitals and schools. T h e  faces o f the refugees 
had changed and presented a rare sight, so full o f 
achievem ent and robust self-confidence. T here were m any
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shortcomings that the township naturally cam e to experi
ence in the course o f its progress, but never was it at a 
loss for leadership!

N ot only at Faridabad, but throughout its work with 
farmers, craftsmen, slum-dwellers, the I C U  has found that 
given the necessary friendly help and opportunity, human 
qualities are never slow to develop and assert themselves, 
and that in such conditions all enterprises function with great 
speed and economy. Faridabad itself cam e to completion 
within three years, two years earlier than the contractors 
with all their experience had expected to finish it. T h e 
lesson is obvious.
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The Bole of  Secon d a ry  
A o  Ansari O rg a n iza tio n s in Developing

Leadership a t  th e  D istrict  
and N ational Levels

A  fruitful discussion o f  the role o f  national voluntary 
Cooperative O rganizations in developing cooperative leader
ship is predicated upon two factors. T h e first is a proper 
understanding as to w hat precisely is m eant b y  ‘ cooperative 
leadership.’ T h e  second is an appreciation o f the nature and 
scope o f the activities that could be undertaken from  w ith
out, without in any manner jeopardizing the autonomous 
character o f the beneficiaries or sacrificing the principles 
governing Cooperatives, for developing cooperative leader
ship- Therefore emerges the need at the outset for a brief 
discussion o f  ‘ cooperative leadership.’

“  Leadership,”  it  is said, “  is the activity o f influencing 
people to cooperate toward some goal w hich they come to 
find desirable.”  A  leader is not supposed tp com pel or sub
ordinate or boss over individuals. But, he is expected to 
bring together, guide and assist people in developing goals 
and then to w ork together for the common ends effectively 
and happily. His jo b  is to present the goal in an appealing 
m anner to the people, to ensure group cooperation and team 
work strongest, to make the group loyal to the purpose, and, 
among others, to show and convince people how they are 
benefited by the purpose.

A T T R I B U T E S  O F  L E A D E R S H I P

A  genuine interest in the welfare o f even the hum blest o f 
the people under his leadership, ability to inspire confi
dence in them, firm faith in the principles o f  his organi
zation, persistence and perseverance for the accom plishm ent 
o f  the desired dnds, willingness to subordinate his personal 
desires to the interest o f the group, knack to understand 
people and their reactions and above all objectivity and 
forthrightness, are some o f the more im portant attributes o f



leadership. Besides, a leader must have the capacity to 
assume full responsibility dem anded b y the position he 
occupies and to make decisions in the best interests o f the 
group.

Assuredly, these are qualities that cannot be acquired 
solely by  undergoing a predetermined course o f training or 
by possessing a particular degree o f education. There arc 
some who are gifted with these and others who have acquired 
these in the hard school o f experience.

W hile the essential qualities o f  a  leader remain the same 
irrespective o f the field in which he functions, the technical 
knowledge, capacity to do the jo b , etc. required for being an 
effective leader varies, however, w ith the position and the 
field o f his activity. For instance, persons occupying posi
tions o f leadership in the Cooperative M ovem ent shall, in 
addition, have a thorough knowledge o f the principles and 
practices o f  Cooperation, and an abiding faith in their 
efficacy. M ere knowledge o f  Cooperation and faith would 
still not be sufficient to render one an effective leader. For, 
it is futile to expect an ‘ arm -chair ’ cooperative leader, 
however superior his theoretical knowledge o f the principles 
o f Cooperation, Cooperative L aw , bye-laws, etc. to ensure 
the successful operation o f a Cooperative, say, o f  handloom  
weavers, w ithout a thorough grasp o f the problems o f the 
industry and a deep understanding o f  the several processes 
o f m anufacture and marketing. Therefore, experience and 
practice in the particular branch o f activities o f  the society 
which one seeks to lead becom e indispensable. T h en  only 
w ould it be possible for the leader concerned to secure 
concrete gain for the members in order to make them  keen 
in a long-sustained effort.

I t  is equally im portant to ensure the mental and moral 
developm ent o f  the membership. As has been said by Sir 
Thom as A lle n : “  In  all hum an endeavour nothing is worth 
m aking unless in the process it contributes to the making 
o f  m an.”  Societies truly cooperative cannot exist until 
the people o f  whom  they are composed are not only 
educated in  cooperative principles and methods, but 
converted to Cooperation as a means, not only o f  self-help,
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but o f help to the comm unity. Thus the cooperative leader 
cannot afford to lose sight o f his responsibility to help 
develop the individual m ember to his full stature.

E A C H  M E M B E R  A  P O T E N T I A L  L E A D E R

In  conform ity w ith the principles o f  Cooperation, every 
individual m ember o f a Cooperative is a potential leader. 
The emergence o f  leadership trom~among the members is, 
however, conditioned by the ability to acquire the qualities 
o f  leadership and the necessary knowledge and experience 
to do a job . T h e  principle o f  equality w hich is embedded 
in cooperative ideology forbids the assumption that the 
Cooperative M ovem ent comprises ‘ leaders ’ and ‘ followers ’ 
in the sense in w inch these terms are usually employed. It 
is possible that the assumption was taken for granted in the 
developing countries, and even found necessary, owing to 
the conditions obtaining at the time o f the introduction of 
the M ovem ent b y  the State. In  consequence, Governm ent 
officers, owing to the responsibility assumed b y  the G overn
ment in the prom otion o f  Cooperation, and some public- 
spirited citizens who were noted for their integrity and 
had the ability and the leisure required, were grafted into 
positions o f leadership in the M ovem ent by legislative and 
other devices that satisfied the letter o f  the principles o f 
Cooperation. Needless to mention that these leaders, more 
often than not, belonged to a strata o f  society entirely 
different from that to w hich the bulk o f  the members 
belonged. As such they had little use o f  the services under
taken by the societies under their charge.

But, the continuation o f the devices for admission o f 
non-user members, over a period o f time, seems to have led 
to the emergence o f  two classes o f  members —  one consisting 
o f the governing class whose m ajor interest was to occupy 
positions o f  leadership and the other comprising the bulk 
o f  members whose jo b  was to supply capital, assume liabi
lity, deliver their products, purchase their requirements, 
ask for loans and, last but not the least, vote for the leaders. 
A lthough com pletely segregated from one another by their
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social status and economic inequality, they exist side by 
side in the same cooperatives, each depending on the other 
for the fulfilm ent o f their respective objectives —  one for 
m aintaining its position as the governing class and the other 
for ensuring the continuity o f the services.

A ll these, am ong other factors, seem to have conspired to 
transform, to some extent, elective posi tions o f leadership in 
cooperatives as coveted places o f honour and prestige in 
one’s efforts to clim b up the social ladder than as positions 
that dem and from  the occupants unrem itting services to 
the membership and the community. W herever this has 
happened, societies becam e m echanical organizations, with 
the same set o f  people continuing to occupy elective posi
tions o f leadership in disregard o f the aspirations o f the bulk 
o f the membership to share the responsibility in the m ana
gement o f  their own affairs; the societies not infrequently, 
laying themselves open to political hazards, party factions 
and internecine strife.

So long as the prim ary aim o f the cooperatives remains to 
im prove the socio-economic situation o f  its members, its 
goal has necessarily to continue to be to develop members 
so that anim ated b y  the spirit o f self-help and m utual-aid, 
they individually could rise to a full personal life and 
collectively to a full social life. Such developm ent o f  the 
m ember —  the user-member —  who constitutes at once, in 
the Cooperative Society, the agent as w ell as the object 
o f  socio-economic progress, could be ensured only when he 
has full opportunities afforded by the leaders to acquire the 
knowledge, techniques and the attitude o f m ind necessary 
for sharing the responsibility to m anage the affairs o f  his 
society.

R O L E  O F  N A T I O N A L  C O O P E R A T I V E  

O R G A N I Z A T I O N S

A ll this points to the need for the developm ent o f responsible 
and responsive leadership. W hat could be the role o f  N ational 
Cooperative O rganizations in the task?

Structurally, the m achinery o f Cooperation is said to rest 
on decentralized control in the interest o f dem ocracy and
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centralized adm inistration in the interest o f  efficiency. But, 
so far there has not been a clear-cut dem arcation between 
the spheres o f dem ocratic control and the spheres o f adminis
trative control necessary for ensuring efficient functioning. 
Often, there is considerable overlapping resulting in wastage 
o f time and energy and leading to some am ount o f confusion 
as well. W ithout in any manner interfering w ith the demo
cratic control o f institutions at different levels, it should be 
possible for the national, organizations to secure their 
acceptance o f a clear dem arcation between the spheres 
o f  dem ocratic control to be exercised through elected leaders 
and executive control to be exercised by the employed, 
nom inated or otherwise chosen leaders. This entails a 
detailed study o f the existing conditions. Y et, this seems to 
be most urgently called for as a prelim inary to the develop
ment o f  cadres o f  effective leadership for functioning at 
different levels and in different branches. W hen once this 
is successfully accomplished, the task o f developing leader
ship reduces itself to one o f organizing facilities for job  
training.

N ational organizations should address themselves to 
the task, preferably through their affiliates, to discover 
men having the attributes o f leadership and im bued with 
the spirit o f  Cooperation and the zeal for undertaking 
pioneering service. T h ey should then train these leaders to 
perform their functions as efficiently as leaders in private 
business concerns.

M E T H O D S  O F  T R A I N I N G

There could be no cut and dried method either for dis
covering such men or for im parting the training. T he 
methods to be em ployed are largely determ ined by the 
circumstances obtaining and the needs felt in  a given region 
or a given branch o f  cooperative activity. A m ong the 
methods that were em ployed successfully b y  national 
organizations o f  cooperatively advanced countries for 
im parting training are refresher and correspondence courses, 
study groups and study tours, seminars and summer camps.
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Another im portant direction to w hich the national 
organizations could turn their attention to is the problem  o f 
freeing the M ovem ent from the dom ination o f  non-user 
members. H ow  the dom ination o f non-user members affects 
the developm ent o f  proper leadership is too well-known to 
be mentioned. Efforts have to be m ade to secure the willing 
acceptance o f  all concerned for the gradual elim ination of 
the non-user or non-participating members from having 
their voice in the adm inistration o f  the affairs o f  the Coopera
tives at the prim ary level, to begin with. This, in itself, 
would help to promote a sense o f  ownership and attachm ent 
among the user-members to their respective Cooperatives. 
In  its wake w ould be brought out the latent qualities o f 
leadership am ong the members, who with a little assistance 
and a proper jo b  training could be equipped to fill in 
positions o f leadership at lower levels.

.The N ational Cooperative O rganizations have a responsi
bility to organize, either directly or through their affiliates, 
study groups at frequent intervals for m em bers; and 
seminars or symposia periodically for the purpose o f  bringing 
home to the leaders their responsibilities and duties o f their 
boards o f directors as trustees o f the user-members’ interests 
and their own direct responsibilities as board members. 
T h ey should be taught as to how to interest and inspire the 
membership to be active and well-informed owners o f  their 
enterprises, w orking continuously for their expansion. T h ey 
should be trained to shoulder responsibility and to delegate 
authority. In other words, they should be taught not merely 
how to do their jobs well, but also how to help other men 
do their jobs well.

Such seminars could be followed b y  the distribution 
among the participants, o f specially prepared literature or 
other publications including periodicals prepared on these 
and allied aspects o f the subject matter.

S E M I N A R S .  F O R  L E A D E R S

Y e t another direction in w hich the N ational Cooperative 
Organizations could help the developm ent o f leadership is
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by bringing together periodically groups o f leaders occupy
ing executive positions in different institutions in a particular 
sphere o f  cooperative activity for exchanging experience and 
information and for acquainting them w ith the latest trends 
and developments in their particular field. Such gatherings 
could be organized as short refresher courses or seminars. 
T h e advantages o f  such seminars are obvious. T h e services 
o f the participants, on conclusion o f the seminars, could 
be utilized for organizing short courses for members of 
the boards o f  m anagem ent o f cooperatives in the same 
branch, covering the functions, obligations, duties and 
responsibilities o f the members o f the board, the relationships 
o f  the boards w ith other institutions and o f the members 
o f the, board with the officials o f the respective cooperatives. 
For instance, after organizing a seminar for the secretaries 
o f  State Cooperative Banks, the Secretary o f State C o
operative Bank * A  5 could be requested to help the organiza
tion o f a course for the benefit o f  the members o f  the board 
o f  m anagem ent o f State Cooperative Bank ‘ B Similarly, 
such courses or seminars could be conducted for other types 
o f  institutions and for leaders o f institutions at other levels 
as well. In the same manner, seminars could be organized 
for leaders in elective positions also.

Establishment o f  junior boards is said to have proved an 
excellent means o f  affording training and understanding 
regarding the business problems o f Cooperatives in some 
parts o f the U nited States.1 Projects on similar lines could 
be form ulated by the N ational Cooperative Organizations, 
taking into consideration the local conditions, etc. obtaining 
in  each country, for instituting junior boards o f m anagem ent 
and commend the same for adoption by their affiliates and 
other institutions at lower levels. It would be beneficial i f  
every member o f the board o f  m anagem ent in a Cooperative 
assumes the responsibility to train another promising 
member o f the society in the functions, etc. o f  a m ember o f  
the board o f  m anagem ent during the period o f his term. 
There should be no harm  in adm itting the ju n io r board

1 Cooperative Business fo r  Farm Touth (U. S. Department of Agriculture, 
Washington, D. C.).
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members to the meetings o f  the boards o f  m anagement as 
it would enable them to gain the required experience, 
although they m ay not be perm itted to participate. H ow 
ever, even in this case, there is no room  for any dogm atic 
approach; but this is an area in which experiments would 
prove fruitful for the development o f leadership at different 
levels.

It is possible to conceive o f  m any more approaches to 
problem  o f developing cooperative leadership consistent 
with the circumstances and the needs o f the situation. T he 
details o f all such approaches could best be worked out by 
the national organizations concerned with due regard to 
the needs o f  the time, the stage o f progress achieved, etc.

A ll the same, it has to be remem bered that, as has been 
said by M r. W olff, “  Cooperation is not a thing that men 
could be put to by pulling a string or drilling them into the 
performance o f some m echanical action but can be the 
product only o f their own free unrestrained will. T h ey  must 
act for themselves, not suffer themselves to be moved like 
pawns on a chessboard.”  Therefore, it is the self-reliant 
leader who could put forth the best efforts, both o f hand 
and o f mind, o f  which he is capable, that would make for 
sound and successful cooperation. T he emergence o f such 
leaders lagely rests with well-informed, enlightened and 
active membership. Towards that end th£ national organiza
tions have to put forth the best o f their efforts for educating, 
informing and enlightening the large body o f members 
for finding a lasting solution to the problem  o f developing 
cooperative leadership.
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The Role o f  Secon d a ry  
tj *rvf vv i  O rganizations in Developing

Leadership a t  th e  D istrict  
and National Levels

I M P O R T A N C E  O F  C O O P E R A T I V E  L E A D E R S H I P

M a n y  a practical Cooperator has come to realize how serious 
a handicap lack o f proper leadership in a Cooperative 
M ovem ent can be. This is a general truth applying to all 
Cooperative M ovem ents in the world, but it finds its most 
striking illustration in the case o f the developing Movements 
o f Asia and Africa. Am ong the several reasons usually 
advanced for the failure or near failure o f some o f these 
Movements, lack o f leadership ranks high. In  fact, 
for most o f those Movements, it would not be wrong 
to assert that the deciding factor for success or failure lies 
in the quality o f the leadership given by the people control
ling the affairs o f these Movements. I f  these people are 
honest, sincere and im bued with the right spirit, and if  they 
have trained themselves to be competent and efficient in the 
conduct o f their societies’ businesses, then the societies 
concerned have a reasonable assurance o f  sound progress 
and stable prosperity. T h e atmosphere in such societies is 
also bound to b& healthy and stimulating and w ill seldom 
be marred by internal strife or faction, w hich has spelt 
the ruin of so m any societies in the past.

Crucial as this kind o f  leadership is, it is so difficult to 
come by. T he sad truth has to be faced that it is definitely 
a scarce com m odity in the market. T he reason for this is 
perhaps to be found in the long-standing habits and tradi
tions o f the peoples involved and the dead weight o f their 
form er dependent status.

A G E N C I E S  F O R  D E V E L O P I N G  C O O P E R A T I V E  

L E A D E R S H I P

There are**a num ber o f  possible agencies for developing
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this form  o f leadership in the com m unity, but the following 
m ay be listed as the most im p o rtan t:

(a) governments,
(b) higher educational institutions (like universities and 
colleges),
(c) governm ental or non-governm ental bodies concerned 
w ith promotion o f the national welfare in the social and 
econom ic spheres (such as Directorates o f Social W elfare 
and R ural and Com m unity Developm ent Councils), and
(d) Cooperative Organizations themselves (cooperative 
associations, unions and federations).

U p till now, reliance has been placed m ainly on govern
ments in the matter o f developing leadership in most 
Cooperative M ovements o f the region. This is in a w ay not 
unnatural, in view  o f the supei’ior resources, o f both men and 
m aterial, at the disposal o f  governments and the relative 
poverty and inadequacy o f the M ovem ents in this regard. 
W e have reason to regret, however, that this reliance has 
been carried too far and lasted too long, at the expense of the 
independent and self-reliant character o f the Movements. 
This situation has tended to suppress the autonomy o f  the 
M ovem ents and stifle their initiative and enterprise. Besides, 
there is another trend that has inevitably developed from 
this extreine dependence on governments, with consequences 
that are no less deplorable. O ur cooperators have not only 
failed to develop enough genuine leadership within their 
ow n organizations; they have, as it were, relinquished 
leadership o f  the M ovements themselves to govern
m ent cooperative departments and the officials m anning
these departments. W e are not unmindful o f w hat
governments have done for our M ovem ents and are not 
ungrateful. But the fact remains that governm ent leader
ship, o f  whatever calibre, is at best a substitute, an
ersatz, and should not for long be allowed to take the
place o f  the M ovem ents’ own leadership; that w ould be 
contrary to the very principles on w hich the Movements 

'are founded.
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T h e higher educational establishments and public organi
zations (governmental or otherwise) that are interested in 
the people’s welfare in various social and economic fields, 
have also a role to play in the developm ent o f leadership 
in a popular movement like the Cooperative M ovem ent. 
There would seem to be wide scope for m aking use o f the 
services and facilities that these organizations can offer and 
for advantageously coordinating their activities with our 
own in fostering cooperative leadership.
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T H E  R O L E  O F  S E C O N D A R Y  C O O P E R A T I V E  

O R G A N I Z A T I O N S  '

M uch as the foregoing classes o f  agencies m ay be relied 
upon to assist in  the development o f  cooperative leadership, 
it is the Cooperative O rganizations themselves which bear 
the ultimate responsibility for this task. W hat the secondary 
bodies o f the Cooperative M ovem ent can do, and how, by 
w ay o f fulfilling this responsibility is the subject o f  this 
paper. Leadership that is under consideration here is leader
ship at the district and national levels.

T h e secondary organizations which are to be involved in 
this all-im portant task m ay broadly be divided into two 
categories:

(a) national or regional wholesale societies which are 
essentially business organizations formed for the purpose o f 
providing the benefits o f  large-scale operations (in trade or 
industry) in favour o f the prim ary or unit societies affiliated 
to them. T h ey  are not, however, precluded from engaging 

•in organizational or educational activities for which their 
constitutions norm ally provide.

(b) national or regional unions or federations o f  societies 
for non-business purposes like organization, education, 
propaganda, audit and supervision. B y virtue o f  their aims 
and objects and the resources they possess or can comm and, 
they are the most appropriate organs for developing leader
ship in the M ovem ent.
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R E S P O N S I B I L I T I E S  O F  C O O P E R A T I V E  

L E A D E R S

Before we go on to describe the methods and the m achinery 
that the secondary organizations w ill need to em ploy for the 
purpose o f developing competent leadership, we m ight 
attem pt to examine the responsibilities resting on those who 
purport to lead the M ovem ent.

A t the national level, the highest responsibility would 
appear to be the duty o f shaping and securing acceptance 
o f the general policy o f the M ovem ent and guiding and 
directing its activities in accordance w ith such policy. The 
proper discharge o f this obligation covers a variety of 
functions and faculties. The leaders o f the M ovem ent must 
have the ability to do some original and creative thinking 
(based on adequate knowledge and experience) concerning 
the m ajor problems o f  the M ovem ent. T h ey  should be able 
to observe astutely the current trends o f  the M ovem ent, 
identify its problems and work out genuine and practicable 
solutions o f the same. O nce the problems have been thus 
identified and the solutions found, they should be able to 
present them  to the M ovem ent for recognition and accept
ance in as dem ocratic a manner as possible. For smooth and 
effective application o f the dem ocratic procedures which 
should regulate all im portant decisions o f the M ovem ent, its 
leaders w ill need to educate and train the general m em ber
ship o f  Cooperative Societies as well as the directors and 
office-bearers. In  addition to its responsibilities towards the 
M ovem ent, cooperative leadership has certain duties to 
perform vis-a-vis governm ent and the general public. It 
should never relax in m aking honest and sincere efforts to 
spread the cooperative message am ong the people, to 
clarify any doubtful or controversial issues that m ay arise 
and to counteract all hostile and biased propaganda against 
the M ovem ent. In  its relations with governm ent, coopera
tive leadership should not allow any legitim ate Cooperative 
cause to suffer by  default o f vigorous and skilful presentation.

These, then, are the responsibilities o f  the national 
leadership o f the Cooperative M ovem ent. District leadership



bears similar responsibilities at its own appropriate level, 
but there are two contributions o f particular significance 
which district leadership can make towards the national 
effort. The first is the active assistance w hich district leaders 
can render in the necessary process o f crystallization o f  the 
M ovem ent’s views and attitudes concerning vital questions 
confronting the M ovem ent from time to time. W e know from 
experience how difficult and painful a process this can be, i f  
it is not supported and guided b y trained and competent 
leadership. A  lot o f time and energy can be wasted by diffused 
or distracted thinking manifested in interm inable dis
cussions without any useful or conclusive results. A n 
associated failing is the narrow and parochial outlook that 
not infrequently intrudes into the national picture and blurs 
it. District leaders can make their second im portant contri
bution by keeping this tendency within bounds and helping 
local cooperators to look at national problems o f  the 
M ovem ent from a broader angle.

W A Y S  A N D  M E A N S  O F  D E V E L O P I N G  

L E A D E R S H I P

W e have first to recognize the fact that few leaders are born, 
but that most are bred. It w ill be unrealistic to expect 
leaders to appear spontaneously without any effort on our 
part to create favourable conditions for the grow th o f 
leadership. It is surprising how often lack o f  cooperative 
leadership is deplored but how seldom the need to engender 
it by intentional design is recognized. It is high time that 
the secondary organizations o f our M ovem ents appreciated 
this and set about form ulating and putting into effect 
concrete plans for developing leadership. In order to obtain 
the best results, these plans should be o f a comprehensive 
character and em brace the following essential tasks:

(a) stimulation o f an active interest in the Cooperative 
M ovem ent and encouragem ent o f  a grow ing desire to 
learn more and more about Cooperation in its various 
aspects,
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(b) provision o f  suitable opportunities and incentives for 
the exercise o f  leadership talent and responsibility,
(c) institution o f well-designed courses o f  training for 
leaders and prospective leaders,
(d) teaching o f Cooperation in schools and training o f 
youth for future leadership, and
(e) organization o f women for greater participation in the 
movement, particularly in capacities suited to their status 
as mothers and housewives.

(a) Stimulation o f Interest

This is intended to counteract the prevailing state o f apathy 
and listlessness in some o f the Cooperative M ovem ents o f the 
region. G ood cooperative leadership cannot thrive in an 
atmosphere o f indifference. T h e  national and regional 
unions o f  societies should bestir themselves in this behalf 
and excite an active interest in the M ovem ent and keep it 
alive by all means at their disposal.

Publications o f  various kinds adapted to the taste and 
needs o f  different classes o f  readers, are an essential tool for 
this purpose. T h eir contents should, roughly speaking, 
possess two kinds o f  a p p e a l: (i) to the M ovem ent in general 
and (») to specialized sectors o f the M ovem ent. A part from 
books and in addition to the regular and periodical organs 
o f  the M ovem ent, occasional publications on special or 
topical subjects should be brought out from tim e to time in 
the form o f booklets and pamphlets. It goes without 
saying that all these publications should be got up as 
attractively as possible and that prudent planning as well 
as adequate technical skill should be applied to their 
production.

A dequately stocked libraries and reading rooms should 
be opened and m aintained as ancillary services to the 
production o f literature. T he use o f audio-visual aids to 
education should also be resorted to. O n  the popular side, 
wide publicity and propaganda for the M ovem ent and its 
activities should be attem pted by means o f the daily press, 
the radio and the cinema.
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(b) Opportunities for Leadership and Incentives

It is not often realized how large a scope there is for the 
exercise o f leadership talent and responsibility in the organi
zation and methods o f  the Cooperative M ovem ent. T he 
innum erable persons elected to serve on various boards and 
committees in Cooperative Societies, occupy positions o f 
leadership in their respective domains and are expected to 
possess and display the requisite qualities o f group leader
ship. Service in these bodies should be looked upon as a 
necessary and desirable training-ground for leadership. T he 
secondary organizations should see to it that entry to these 
places is not confined to a favoured few but rotated among 
the many, and that their occupants are treated with honour 
and esteem. It should o f  course be ensured that the leader
ship thus fostered is dem ocratic in character and does not 
develop autocratic tendencies.

(e) Leadership Training Courses

This is about the most effective measure for the develop
ment o f sound leadership in the M ovem ent and it is suggested 
that the secondary organizations place m ajor emphasis on 
this method o f training leaders and devote a substantial 
portion o f their time, energy and funds to the purpose. T he 
trainees to attend these courses and the subjects to be taught 
should be selected with care and discrimination. It is desi
rable to give thought to the inclusion o f such subjects as 
elocution, parliam entary procedure and hum an relations in 
the curriculum.

A llied in nature to form al training courses and equally 
fruitful o f beneficial results, are discussion groups and study 
circles. Correct techniques for conducting these should be 
studied and disseminated b y the central organizations.

[d) School Cooperation and Training o f Youth

Foresight requires that attention be also given to the 
training o f future leaders o f  the M ovem ent. T h e earlier this



training is given, the better are the results. H ence the need 
to inculcate Cooperative Principles and ideals in school 
children and introduce them to simple forms o f practical 
cooperation even while they are in school. A  logical develop
m ent o f  this idea is the Cooperative Y outh  M ovem ent. V ery  
little pioneering work has been done in  these fields by  the 
M ovem ents o f the regions whose national unions and regional 
organizations can no longer afford to ignore these indis
pensable features o f cooperative leadership training and 
developm ent.

(e) Women’s Participation in the Cooperative Movement

There is not m uch evidence o f  this in most Cooperative 
M ovem ents o f this region. W e must realize that without 
sufficient participation o f women in the activities o f  our 
M ovem ents, they remain cold, incom plete and unfulfilled. 
It m ay be that our social outlook, traditions and customs 
have often stood in the w ay o f this, but the times are chang
ing fast and there is little good reason left now for not filling 
this lacuna. After all, w hy should not the rulers o f our 
hearths and homes be encouraged and stimulated to share 
with us the responsibility o f leadership in the Cooperatives 
whose functions bear so im portantly on our domestic welfare 
and happiness?

O R G A N I Z A T I O N  A N D  M A C H I N E R Y  F O R  

L E A D E R S H I P  D E V E L O P M E N T

It  w ill be seen that the responsibilities and tasks outlined 
above are m ainly o f an educational nature. T h e  standard 
form o f organization for the secondary bodies to adopt for 
the purpose o f  performing these functions is, therefore, an 
education comm ittee and an education departm ent in the 
union or federation in question. T he personnel o f  such a 
committee is best chosen from am ong the members o f  the 
board or com m ittee o f  m anagem ent o f the union, with a 
sprinkling o f co-opted members who have shown particular 
interest or activity  in cooperative education. T h e com m ittee’s
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jo b  w ill be to draw  up an educational program m e on 
the basis o f the needs disclosed and the resources available 
and to direct and oversee the im plem entation o f this pro
gram m e by the Education Departm ent headed by an 
Education Officer.

T h e im portance o f setting up such essential m achinery 
and m aking it  function continuously and efficiently cannot 
be over-emphasized. It is a basic operation for the secondary 
organizations, particularly the non-business unions, and 
constitutes one o f  the ch ief purposes for w hich they have 
been brought into existence.

Cooperative training schools and institutes offering 
courses o f instruction at differing levels —  elementary, 
interm ediate and advanced —  should be an integral part 
o f  the educational structure, w ith the Education D epart
ment o f  the union as the responsible authority for their 
establishment and management.

A  small section in the Education D epartm ent devoted 
to research into problems o f  cooperative leadership can 
provide more reliable and complete data for planning and 
helping to secure better and surer results.
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F I N A N C I A L  A R R A N G E M E N T S

Funds w ill naturally be needed to carry through all these 
measures. Financial requirements should be worked out 
on the basis o f  approved plans and placed b y  the union 
at the disposal o f  the Education Com m ittee w hich bears 
the major responsibility for the leadership training and 
developm ent programme.

W here regional or district schemes need and are deserving 
o f  assistance from  the centre, the national union or federa
tion should make suitable grants or contributions. Contri
butions m ay sim ilarly be expected from  the secondary 
organizations on the business side, especially where they 
themselves are' not actively engaged in educational work on 
their own.
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C O O R D I N A T I O N  A N D  I N T E G R A T I O N

Gooperation is known to be most prosperous where a happy 
balance can be struck between the central authority o f  the 
national or regional organizations and the local autonomy 
o f the prim ary units. This harm ony must be achieved only 
through an honest process o f dem ocratic discussion and 
decision. Skilful coordination and integration are needed to 
give a smooth passage to the clashing wills and conflicting 
desires involved in this process.

T h e higher organizations in the structure should at all 
times be available for guidance, consultation and assistance 
to the lower bodies.



S. K. Dey
D ecentralised Cooperative  
Economy— Our Policy and  

Problems

W hen  w e  became independent, the m ajor task before the 
country was the raising o f  the abom inably low standards o f 
living o f the people by  a rapid economic and social develop
ment. There are various approaches. O ne view, very power
fully expressed by some, is that a free enterprise economy 
would be the best method. T h ey  argue that industrialists 
and traders w ho undertake to produce goods and to provide 
services should be given a free play. M ost o f  the Western 
countries have developed in this way, but in the process, 
the m yth o f  free econom y and perfect competition, wherein 
the search for private gain results in m aximum  social good, 
has been exploded. T h e  development o f  monopolies, the 
exploitation o f  labour, and m any other socially undesirable 
effects o f free private enterprise led the State to intervene 
in the interests o f the weaker sections o f the com m unity. 
Organizations o f  workers like the labour unions were 
developed to protect their interests and the workers also 
started experimenting w ith alternative methods o f arranging 
social and productive systems. T h e birth o f  the socialist 
system o f econom y and the Cooperative M ovem ent took 
place under the shadow o f exploitative capitalism.

A n  unregulated private sector leads to a racket in the 
economy. Also enterprise and capital in the private sector 
w ould not enter into fields where profits are low or where 
risk capital required is o f  a gigantic character and where 
profits m ay not be available for pretty long periods. In 
lesser developed countries the Governm ent therefore has 
necessarily to enter into the fields o f  industrial production 
and undertake enterprises which are o f a massive size and 
are basic to the econom y o f the country. In India, the 
public sector is grow ing at an enormous pace. H owever, 
there are also risks in the unlimited expansion o f the public



sector. W e know from our experience o f  the world o f  today 
that an unadulterated public sector tends in time to grow 
into a tyranny. In  an underdeveloped country, we would 
need both the private and the public sectors. O u r experience 
o f both these sectors has led us to the thesis that there should 
be a grow ing and dominant Cooperative sector which would 
act as a balancing force between the private sector on the 
one hand and the public sector on the other. T h e Coopera
tive O rganization is a dem ocratic form  o f  organization. It 
provides for individual freedom and initiative o f its members 
who have equal rights irrespective o f  their wealth and who 
undertake productive and business enterprises through their 
collective efforts. It does not aim at m aking profits but at 
providing goods and services to the members at as low cost 
as possible consistent w ith the long-term developm ent o f the 
organization. For certain groups o f people like farmers, 
artisans and consumers, whose resources individually are not 
large, Cooperative O rganization is em inently suited for the 
purpose o f providing themselves with the goods and services 
they require. In India, we have various types o f Cooperatives 
such as A gricultural Credit Societies, M arketing Societies, 
Processing Societies like the Cooperative Sugar Factories, 
Industrial Cooperatives etc. T h e Governm ent o f  India 
believes that the Cooperative M ovem ent in view  o f its social 
objectives is an indispensable dem ocratic method for social 
and economic development and it has declared that the 
building up o f  the Cooperative sector shall be one o f  the 
objectives o f national policy.

There is another sphere, apart from the Cooperative 
M ovem ent, in which we are attem pting to develop a demo
cratic apparatus from  the village upwards and this is w hat we 
call it the Panchayati R aj. It is a decentralized system o f 
governm ent and administration. This presupposes that we 
must first establish the basic rights o f the fam ily and find out 
what the fam ily can do for itself w ithout affecting the 
interests o f  any other families. W hat tasks and services 
cannot be performed by a single fam ily but can be done by 
a large enough num ber o f families in the village should be 
done b y their next higher democratic organization, viz. the
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V illage Panchayat. T he V illage Panchayat is a body of 
village elders w ho are elected b y the adult citizens o f  the 
village, and who administer the civic affairs o f  the village 
as also serve as the agency o f  rural development. T he next 
tier o f  administration is provided at the level o f  the Com m u
nity D evelopm ent Block comprising about 100 villages with 
a population o f  60 to 70 thousand. T h e Presidents o f the 
V illage Panchayats, alternatively members elected by the 
electoral college o f  Panchayats are the members o f  the 
Block Panchayat Samiti. Also representatives o f  women, 
scheduled and depressed classes, cooperatives, and other 
special interests not represented in the Samiti are coopted. 
T he Sam iti is responsible for planning and administering all 
development programmes within the territorial jurisdiction 
o f the Block. T h e  next tier is the Zila Parishad at the 
District level having similar responsibilities and a similar 
representative composition. A nd then we have the directly 
elected State Legislatures and the National Parliam ent. Thus 
we are trying to build up a dem ocratic network right from 
the village upto the national level through these decen
tralized units o f  administration together with the State 
Legislatures and the Parliam ent o f  India. Unless there is 
such decentralization and opportunities are afforded to 
people to shoulder responsibilities at various levels, it is 
unlikely that leadership w ould emerge. It is our aim and 
hope that such a network o f  democratic institutions from 
the village upwards will provide a natural m ethod for the 
selection o f  leaders, w ill be the training ground for such 
leaders and w ill provide for a smooth flow o f  leadership 
from the village upto the national level. A  federal structure 
for the Cooperative M ovem ent has also a similar approach 
o f building up dem ocratically m anaged Cooperative insti
tutions from the village upto the national level.

Efficient administration o f  these institutions demands 
that there should be honest and competent leadership. This, 
however, is a com plex and difficult problem  in view  o f  the 
low level o f  education o f  our people, long colonial rule 
which sapped all our vitality and the pressing demands for a 
large num ber o f  leaders in the political, economic, civic
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and other walks o f  life. A s the Cooperative M ovem ent 
diversifies its activities and enters into more difficult forms 
o f  economic activity such as m arketing and processing, 
leadership o f a higher order w ill be required.

O u r countries had been under the colonial rule for a 
long time. There had been people who collaborated w ith 
these alien rulers and helped them to m aintain their hold 
on the people and thus acquired positions o f  leadership in 
local institutions. It is these leaders who still dominate 
Cooperative and other local organizations. O n  the other 
hand leaders who were in the vanguard o f the freedom 
struggle and who fought the battle o f  independence had to 
shoulder the responsibilities o f  administration as soon as 
independence was achieved. T h ey  got embroiled in the new 
w ar against poverty.

T h ey  did not therefore have time to exterminate the old 
parasitic leadership who were engaged in exploiting the 
people. T he Cooperative sector therefore has difficulties 
in getting the right type o f  leadership. O ccasionally some 
Cooperative institutions get good leaders but then there 
develops a warfare between the old satellite leadership and 
the new leadership and the entire gam ut o f forces o f  the 
satellite leadership attem pt to overthrow the latter. H ow  do 
w e fight this battle with the satellite and feudalistic leader
ship which is raging in the underdeveloped countries? T he 
only answer to the problem  is education o f  the masses and 
education o f the members so that they know w hat is good 
and w hat is bad.

T h e  tem ptation is very great on the part o f Governm ent 
in under-developed countries to take the initiative o f 
administering Cooperatives and o f  training and educating 
cooperative membership. This is not a desirable approach 
since the enthusiasm and initiative on the part o f  the 
Governm ent apparatus destroys the very initiative which 
it is the objective o f  the Cooperative M ovem ent to develop. 
People who have long been subject to colonial rule lose 
attitudes and habits o f  self-reliance. T h ey look to the 
Governm ent to do everything for them rather than doing 
themselves. It is thus very dangerous to leave Cooperative
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education and training work to a Governm ent organisation 
since that would increase the dependence o f  the M ovem ent 
on the Government. These are the tasks which the Coopera
tive M ovem ent must shoulder right from the beginning, 
i f  eventually it is to become a fully self-reliant and inde
pendent M ovement.

W e in India are trying to evolve a network o f Cooperative 
training institutions and a comprehensive Cooperative 
education programme to train personnel in both Coopera
tive institutions and Cooperative Departments, and to 
educate the vast body of-members. It is not an easy task to 
rem ould the minds o f men o f the older generation to a new 
code and philosophy o f life. T h e adults, however efficient 
the system o f education and training m ay be, return to their 
old habits and modes o f thought. While the adults cannot 
be neglected, we must also place great emphasis on the 
education o f  the young people who w ill comprise the next 
generation. In India we are, therefore, trying to introduce 
Cooperation in the curricula o f schools and universities, and 
to develop students’ own Cooperative institutions.

It is only today for the first time in the history o f m an that 
all nations, developed as w ell as under-developed, are 
getting together to assist each other. A n  under-developed 
country naturally has to evolve its own pattern, a pattern 
which is suited to the soil, to her people, to the national 
traditions and culture. But foreign assistance can play a very 
im portant role, particularly in the cooperative sector, in the 
sphere o f  training and education. T h e problems we face in 
India, the aspirations we have here, and the solutions that 
we seek and evolve have w ider implications and would be o f 
interest for most o f the countries o f South-East Asia. It is a 
m atter o f  great importance that the I C A  has set up its 
Education Centre at N ew D elhi for organizing training o f 
Cooperative workers in the South-East Asian Region, and 
organized a seminar on the subject o f Cooperative 
Leadership.
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B ackground and Basic  
Concepts

The Democratic Welfare State

T h e  problems o f  cooperative leadership in South-East Asia 
form  part o f  a m uch more extensive group o f leadership 
problems forced on the attention o f  the nations o f  the region 
b y their desire and their efforts to m ake the most rapid 
progress possible in their economic and social development. 
A t the level o f  national governm ent it is assumed that this 
progress can best be m ade through the adoption o f  plans 
and policies for which governm ent must shoulder the chief 
responsibility for both form ulation and implementation. In 
the twentieth century there is no faith In the haphazard 
and lop-sided progress such as was m ade under laissez 

faire in the nineteenth century. In the economic planning 
and developm ent o f South-East Asia, leadership is at 
present chiefly the concern o f statesmen, politicians, public 
officials, technicians and directors o f business' enterprises. 
Cooperation, functioning within more or less planned econo
mies, also has leadership problems, but these are somewhat 
different because o f its character as a people’s movement.

T h e  accepted goal o f economic and social progress is 
indicated b y the term !£ W elfare State I f  this is to be 
attained under dem ocratic constitutions, the active parti
cipation o f the people as a whole needs to be assured. W ell
being is not something to be administered to the people 
but something to be attained and m aintained by their 
own efforts. T h e concern o f  a dem ocratic governm ent is 
therefore to evoke those efforts from the people, to carry 
them along with it, to educate them to adopt its plans 
and policies as their own. It is because Cooperation is a 
means o f  evoking effort and educating those who take part 
in it, that it has attracted the attention o f governments. 
Th eir desire is naturally to harness its energies to the



execution o f  their plans even though the nature o f Coopera
tion m ay not always lend itself to this.

Cooperation and Economic Planning

T h e Cooperative M ovem ent is itself a form o f planned 
econom y. It  springs from the desire o f  both consumers and 
prim ary producers to substitute order in their own economic 
relations to the anarchy and disorder of, or the exploitation 
of, com petitive monopolistic systems. Cooperation creates 
order by  educating people to recognize that it is indispens
able to their welfare and that they themselves can realize 
it in institutions in which they practise self-discipline under 
leaders whom  they themselves choose.

T h e Cooperative M ovem ent is thus an instrument through 
which the people can participate in planning. Its experience 
in establishing economic order, even in a lim ited sphere, is 
something governm ent has very rarely at its command. 
Cooperation, therefore, has claims to be permitted to contri
bute to economic planning and to be taken into consultation 
b y  governm ent. This contribution w ill be effective only 
when it represents an independent view  o f the problems at 
issue. In  any case, Cooperation only yields the best o f  which 
it is capable when it develops freely according to its own 
principles and laws o f  growth. Independence, however, can 
only be achieved and m aintained in so far as the Cooperative 
M ovem ent is able to produce capable leaders from am ong 
the ranks o f  its members by its own dem ocratic processes. 
In  w hatever m anner Cooperative M ovem ents m ay be 
initiated, they should evolve towards a constantly greater 
measure o f  autonom y within the legislative, economic and 
social fram ework. T he whole com m unity, the whole country, 
w ill benefit b y  having within it a vigorous, sturdy cooperative 
sector. A  good m utual understanding between cooperative 
leaders and governm ent economic planners is, therefore, an 
inestim able advantage.

Democracy and Leadership

Leadership is a dem ocratic function which, according to 
circumstances, m ay be exercised by persons with no special

I l 6 COOPERATIVE LEADERSHIP IN SOUTH-EAST ASIA



Background and Basic Concepts 117

gifts or training for it. In  a dem ocracy it is not imposed 
from above or from  outside. It depends on comm on consent 
or at least, m ajority support. T h e leader has to help the 
group, society or m ovement to reach wise decisions and 
cooperate in im plem enting them, rather than exert his own 
wish. H e stands in a special relation to his fellows deter
mined by his personal qualities, their respect for him  and 
his sym pathy for them and his power o f  response to their 
thoughts and aspirations. Even an imposed leader has to 
establish relations with his group as nearly resembling these 
as circumstances w ill permit. But there is m uch in leader
ship which does not dem and outstanding talent. It can be 
learnt by experience or acquired through proper training 
by  persons o f  sincerity o f  purpose, courage and common 
sense. I t  is, therefore, no more than ordinary prudence in 
any dem ocratic organization to safeguard its own con
tinuance by seeking to m aintain the num ber o f  competent 
leaders available.

T h e circumstances o f  m any countries now  beginning 
their Industrial Revolution make leadership extraordinarily 
difficult to discover or evoke. T he natural or traditional 
leaders o f  the typical village com m unity are more concerned 
with preserving existing institutions than changing them. 
The people themselves are listless, conservative, resigned; 
i f  they can conceive o f  change, they are totally unable by 
their own efforts to bring it about. T h ey, therefore, fall an 
easy prey to any “  ism ”  w hich paints a rosy picture o f  a 
better world attainable by trusting someone w ho w ill effect 
the transformation on their behalf. Y e t sooner or later, 
irresistible econom ic forces w ill impose changes upon th em ; 
their traditional order w ill crum ble and they w ill be u p
rooted and driven w illy-nilly from the ancient into the 
contem porary w orld, suffering untold misery and dem orali
zation in the process.

External Stimulus and Guidance

Governments desirous o f averting these calam ities therefore 
em ploy such means as schemes o f  Com m unity Developm ent



and Cooperation, to arouse the spirit o f  self-help and m utual 
aid and give it opportunities o f practical expression. G overn
ment efforts are supplemented here and there by special 
reformers, religious leaders, philanthropists. T h ey all 
encounter the same obstacles in finding and developing 
leaders am ong the people whom  they wish to help. Pro
gress in the pioneer stage is usually slow, hardly perceptible. 
In  their anxiety to show results for the money and energy 
expended, these agencies m ay carry assistance to the point 
where self-help and m utual aid vanish entirely and people 
who should be helping themselves and their neighbours 
become receivers o f doles, subsidies, and loans they are 
unable to repay. W hat Cooperative Institutions they succeed 
in establishing may, therefore, be unable to stand on their 
own feet or make their own w ay, w ith no prospects o f 
achieving eventual dem ocratic independence. T he result m ay 
w ell be Cooperative Organizations w ithout real economic 
or dem ocratic substance, incapable o f  the role o f  a dynam ic 
Cooperative M ovem ent. I f  the transition from  external 
direction to self-government is not m ade or stops half-way, 
the object o f  securing the active participation o f  the people 
in  a planned econom y m ay not be achieved.

T h e problem  o f inducing a dynam ic instead o f a static 
m entality in the typical village com m unity is crucial. Upon 
it rests the possibility o f  setting the agricultural masses 
upon the path o f progress. W here agencies external to the 
village have succeeded in establishing the right contact, the 
villagers often go ahead with their own chosen and trusted 
guides. A  chain reaction, in w hich Cooperation leads to 
self-help and enlightened self-help to Cooperation, m ay be 
set up. N o one w ill deny the need for external initiative, 
encouragem ent and direction. U nder conditions prevailing 
in South-East A sia the Cooperative M ovem ent could not 
conceivably have advanced so far as it has done without 
external prom otion and direction. But, henceforward, much 
more w ill be demanded o f Cooperation than it has achieved 
in the past. M ore often than not the m ovem ent needs to 
increase, not so much its size as its strength in terms o f  a 
loyal, understanding membership and its component
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dedicated leadership. It is, therefore, rarely advisable that, 
when cooperative expansion is desired, strength and right 
direction should be sacrificed to speed or that targets should 
be attained at the expense o f good educational preparation 
amongst the members.

In some countries governm ent m ay content itself with 
making generally known its policy -of encouraging and* 
assisting Cooperation but leave villagers to approach it 
through their own leaders. But over a great part o f the 
region there is still need for m uch organized external 
stimulus and guidance. T he officers who im part these 
necessary elements should from the beginning try to pick 
out and encourage interested individuals w ho show promise 
o f leadership qualities in order to place upon them  and the 
members as m uch responsibility and power o f  decision as 
they can carry. A t the other end o f the form ation process 
the officers’ jo b  is not properly done unless and until a 
society is capable o f running its affairs w ithout them, but 
they should not prolong their guardianship after this point 
has been attained. A t the same time, the introduction of 
Cooperation should be made with discretion and very rarely 
without coordination w ith some other action aim ed at 
raising the general level o f village life. M ost o f  the action 
has to take the form  o f an increase in productive power, 
e.g. through an im provem ent in the technique o f cultivation 
or handling stock, so that a surplus o f  incom e over needs is 
available. People living in the lowest depths o f poverty 
usually have to be lifted out o f the morass b y  some other 
agency before they can become effective cooperators. The 
coordination o f  the formation o f real Cooperative Societies 
w ith looser or less systematic forms o f m utual aid or with 
technical services, under a Com m unity Developm ent 
Programme, is often desirable and successful.

Governm ent aid  to cooperative developm ent in the region 
has sometimes been less effective than could be desired 
because it has been regarded too m uch as an adm inistrative 
m atter not o f m ajor importance. It is, therefore, satisfactory 
to note that a num ber o f  ministries or departments have 
declared independence for the M ovem ent to be their ultimate



objective. T h e  functions o f the cooperative department 
are often too legalistically conceived and its head and 
personnel chosen for their legal knowledge or purely adminis
trative experience. I f  their functions were simply checking 
by-laws, audit and com piling statistics, these m ight be 
adequate qualifications, but if  their mission is to advise and 

'aid  an expanding self-reliant, voluntary M ovem ent, then 
they must be selected from  those with university training 
in economics and the social sciences, or from  the business 
world, or, better still, from the ranks o f experienced coopera
tive leaders. In  any case the status o f these departments 
should be raised to a level equal to the potential importance 
o f the cooperative sector in the econom y, so as to attract 
personnel w ith first class ability im bued w ith a social pur
pose. M oreover, the staffing o f the departments should 
provide an adequate num ber o f experts capable o f  advising 
Cooperative O rganizations on their educational problems 
and possibly p laying an active role in  the M ovem ent’s 
educational work.

Educational Bases o f Cooperative Economic Expansion

M ost successful cooperative enterprise tends to outgrow 
the social consciousness o f  the members by  becom ing too vast 
and com plex for them to understand w ithout special mental 
effort. W here care is not taken to m aintain local personal 
contact am ong the members, they m ay disinterest them
selves in their society w hich w ill then tend to die from the 
roots. This is an additional reason w hy the local group o f 
neighbours must be recognized as the prim ary cell o f  the 
cooperative structure, and the aim o f  cooperative education 
is to build healthy tissues through the m ultiplication o f  such 
cells. T h e  im portance o f this consideration increases in a 
situation where centralization o f m anagem ent is dictated 
by economic efficiency or com petitive conditions and still 
more where, in  consequence o f planning policy, cooperative 
structures are thrown up like modern steel-frame buildings, 
in w hich the internal structure is built into the skeleton 
afterwards. A  rapid expansion o f the cooperative m arketing
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and credit network needs as a counterpart, a vast develop
ment o f cooperative education and requires for its realiza
tion a system o f secondary organizations w hich can only be 
constructed with the expenditure o f an enormous amount 
o f  energy and m oney. N otwithstanding the impressive 
efforts which are being made, the lag  between economic 
and educational expansion is unfortunately still tending to 
increase in some parts o f the region.

State and Cooperative Education

There is a direct relation between the effectiveness o f 
Cooperative O rganization in any country and the level o f its 
education, and especially o f its adult education. The 
external factor o f greatest im portance for higher standards 
o f  cooperative leadership is the developm ent o f  the public 
educational system. Free or inexpensive education within 
the reach o f  all, not m erely children and young persons, but 
also adults o f any age, w ould liberate enormous social 
forces, not least a curiosity about the world outside the 
village w hich w ould eventually do m uch to soften the 
rigidity o f the social stratification which so gravely  hinders 
association for comm on ends among its inhabitants.

This does not b y  any means exem pt the Cooperative 
M ovem ent from the prim ary responsibility for educating 
young and old in its own principles and practice. T here is 
much force in Professor G ad gil’s plea that the Cooperative 
M ovem ent m ay concentrate its educational efforts on teaching 
its members and the w ider public its fundam ental principles, 
rather than attem pt to attract or hold them by any casual 
or tem porary advantages it m ay offer. Thus the consumers’ 
cooperative societies should present themselves as a means 
to a perm anently better household econom y rather than as 
a means o f  restraining a short-term rise in prices. O r, the 
m arketing societies should teach their members to value 
them  for the power and protection they give in the market, 
rather than for variable price advantages. Cooperative 
principles are the common bond which unites cooperators 
everywhere, w hatever form  o f Cooperation they m ay espouse
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or w hatever functions they m ay discharge. W here this task 
o f  teaching principles has been neglected or badly carried 
out, m uch w ill have to be unlearnt before real progress 
can be made. W ithout the knowledge o f  the true principles, 
leadership m ay easily be little better than the blind leading 
the blind.

Conditions o f Cooperative Independence

I f  there is amongst m any cooperators in South-East Asia 
a feeling that in cooperative developm ent governm ent is 
prone to do too m uch and leave too little for the Cooperative 
O rganizations to do for themselves, the possibility o f restor
ing the balance and o f ultim ately dispensing w ith govern
ment direction or participation in m anagem ent requires 
two im portant conditions to be fulfilled. T h e first is that 
the Cooperative Organizations must become to a greater 
degree self-sustaining in regard to finance. W here public 
m oney is em ployed in large amounts to expand cooperative 
enterprise, the claim  o f governm ent to make sure that the 
m oney is wisely and well invested can scarcely be resisted. 
T h a t problem  does not lie within the scope o f  this report. 
O n e o f the best guarantees, however, that public money 
invested in cooperative enterprise w ill be safe and productive 
is the second condition o f em ancipation from governm ent 
control. T h a t is, the m anagem ent and administration o f 
those enterprises are placed in the hands o f cooperators who 
are technically equal to their functions and at the same 
time possess in a high degree qualities o f leadership, com 
m anding the loyalty o f  the M ovem ent because they have 
graduated from  the ranks o f  its members and respond to 
their real needs and highest aspirations. T h e question then 
arises: how  can the M ovem ent retain in its service leaders 
whose outstanding ability opens to them  possibilities o f  
careers in other fields? This question is not to be answered 
in terms o f  emoluments only but in terms o f  trust and 
recognition and widening opportunities to render still 
greater service.



R ecommendations

In  the light o f the foregoing it would seem possible to 
lay  down as a guiding principle that cooperative education 
and training should be organized in appropriate forms at 
all levels and in every branch o f  the M ovem ent’s activity. 
A n  obligation rests on Cooperative O rganizations engaged 
in industry and commerce, no less than on those Cooperatives 
form ed for non-com m ercial purposes, to provide education 
for the members, officers, and employees o f  all grades. It is 
the function o f  the cooperative unions, w hich are the special 
guardians o f the M ovem ent’s prihciples, to support the 
educational w ork o f their affiliates and, b y  supplementing 
the resources available to them, make it  as effective as 
possible. In  this w ay even the smallest cooperative unit can 
and should have its educational plan and programm e 
corresponding to its aims and circumstances.

Priority o f Primary Societies

Priority should be given in planning educational activity 
to the needs o f  the members o f  prim ary societies. The 
training which prepares for leadership should be accessible, 
even i f  it is not attractive, to everyone, m an or woman.

This local education can be effective only i f  it is carefully 
adapted to the general educational standards prevailing 
am ong the members. Its aim  must be to provoke them to 
think and express their thoughts. It must stir their im agina
tions, as well as add to their knowledge, by  pictures and 
other visual means, simple poetry and song, stories and the 
presentation o f problems in personal and concrete terms 
related to the daily  lives o f the members and their social 
and m aterial environment. The preparation o f  the right

Education and Training at all Levels



subject m atter in the right form is, therefore, a highly-skilled 
operation which can only be carried out in intim ate colla
boration w ith experienced field workers. Even so, it must 
allow  for adaptation to special local needs and attitudes 
according to the judgem ent o f those field workers nearest 
to the members. T h e regular w orking o f the society’s busi
ness and dem ocratic mechanisms should be utilized to the 
full to arouse interest and create understanding o f what 
they m ean. Cooperative education must be associated with 
enjoym ent and carried out in an atmosphere o f comradeship.

Those members who rapidly pass beyond this elementary 
stage should be kept interested by being given opportunities of 
training as leaders o f  educational w ork in its various forms. 
T h e y  need in particular to acquire the art o f leading 
discussions to fruitful conclusions. This implies conscious 
training in centres near their homes for short periods o f 
intensive activity. In order to m aintain interest, new 
problems and inform ation must be introduced from  time 
to tim e and its presentation should be the occasion for 
consultation with these leaders and for m aking experiments 
in method.

Role o f Secondary Organizations

V ery  few prim ary societies have the resources for initiating 
or carrying on work o f this kind. It must, therefore, be 
organized on an area basis by  secondary organizations. 
These again cannot be left to their own devices and resour
ces, at any rate not until they have gained considerable ex
perience. T h e  foregoing highly technical work must, therefore, 
be largely undertaken by a central body from w hich all 
concerned obtain guidance, suggestions and material. T he 
central body m ay be an autonomous institute or a depart
m ent o f  a cooperative union, but it should become the 
repository o f all the available knowledge and technical skill 
relevant to education o f members.

Cooperative education, as it develops, cannot remain 
w holly general. It must begin to specialize according to the 
differing needs o f office-bearers and eventually o f employees.
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Courses should be organized by the central body in which 
continued education is combined with training. T he very 
fact that cooperators from different societies are brought 
together is itself an educational influence conducive to a 
w ider view  o f the M ovem ent and im provem ent o f methods 
through comparisons.

Conditions o f Educational Efficiency

Cooperative education is accordingly to be conceived, 
not as a series o f isolated actions, but as a system the parts 
o f  which fit together in an integrated fashion. It  can be 
conceived and planned as a system, even i f  only one small 
part o f it can be realized at a time. It must also be conceived 
as a never-ending process because i f  the M ovem ent is truly 
dynam ic, it cannot m aintain its progress w ithout constantly 
re-educating all who take part in it in order that they can 
constantly cope with new situations.

Institutionally, an effective education system requires, at 
every level, funds earm arked and one officer or a committee 
m ade definitely responsible for carrying out education 
programmes. Education merits equal status w ith economic 
operations. It  has an equal claim  to all that it needs for its 
efficiency. It should not be expected to work w ith makeshift 
premises or equipm ent from the time that the prim ary 
society or cooperative union can afford to provide proper 
tools for its job . Societies must learn to take as m uch pride 
in  a classroom or conference room as in an office or shop 
properly designed and furnished for its purpose.

Since the object in  view is to raise to the highest pitch 
the cooperative and business perform ance o f the M ovem ent, 
cooperative education can never be advantageously divorced 
from  practice. Train ing courses should be based on practical 
projects but not prolonged to the point where the trainee 
loses touch w ith  his regular work. It is im portant that the 
training program m e should be integrated w ith his work 
and prospects o f promotion. D ecentralization is, therefore, 
an im portant consideration and the exam ple o f  Ceylon, 
where the Central Cooperative School at Polgolla is



supplem ented by a num ber o f  district education and 
training centres w ithin easy reach o f the societies, is worthy 
o f  careful consideration.

O n  the other hand, opportunities to travel for the purpose 
o f enlarging and enriching cooperators’ knowledge o f their 
M ovem ent are a necessary part o f  education and the best 
corrective o f  parochialism. T ra ve l can be raised above the 
level o f mere tourism b y careful planning which relates 
the M ovem ents or enterprises visited to students’ previous 
studies or experience. These opportunities should be 
granted in particular to possible candidates for national 
leadership.

Finance

Good education is not cheap. Cooperative M ovem ents 
must realize that the choice before them  is either to invest 
m oney in education or to lose it  in inefficient enterprises and 
societies w hich fail. Probably the easiest w ay o f financing 
cooperative education is the time-honoured method o f  
allocating a definite percentage o f  net profits or surplus to 
this purpose. It has the disadvantage, however, o f  producing 
a variable income and, at a tim e w hen profits are low and 
educational activity should be redoubled, m ay reduce the 
available funds. O ne alternative is a fixed per capita allocation. 
T h e cost o f  technical training should be borne as a business 
expense by  the organizations w hich benefit from  it. T h e 
M ovem ent’s economic enterprises, however, should also 
contribute to its educational funds, i f  only in return for the 
benefits they obtain from the cooperative, and loyalty and 
cohesion w hich education creates. D irect financial assistance 
to cooperative education is one o f  the best means by which 
governm ent can promote the progress o f the M ovem ent.

Use o f the Public Education System '

W hen the State pursues an enlightened education policy 
C ooperative M ovements can and should economize their 
own educational resources by sending students to such
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institutions as universities, technical colleges and colleges 
o f  adult education, and by urging the inclusion o f Coopera
tion as a subject o f study in prim ary and secondary schools. 
T h e extension o f  school cooperative societies should be 
encouraged. Universities can often be induced to extend 
their extra-m ural teaching in directions such as economic 
and social studies, directly advantageous to cooperative 
education. This practice can at best only supplement the 
direct education o f  cooperators by  cooperators, but it  has 
its value, especially when the M ovem ent is building up its 
own corps o f  educators.

Young People and Women Cooperators

Cooperative M ovem ents should take special pains to make 
their educational activities attractive to young people o f 
both sexes. It is a benefit to the com m unity when the 
idealism and energy o f youth are harnessed to constructive 
social causes. In  any event, the M ovem ent must raise an ew  
generation o f cooperators to succeed the present, for its 
greatest achievements still lie in the future. W hether young 
people be grouped in a special organization or not is not 
a m atter for dogm atic statement. T he m ain consideration 
is that they should become eager to jo in  in the M ovem ent’s 
work alongside their elders.

Sim ilar considerations regarding organization apply to 
women. In  any case, the Cooperative M ovem ent should 
welcom e, on the basis o f its own dem ocratic principles, the 
opening o f a w ide choice o f occupations to women and 
secure their interest and support, not sim ply because it 
eases their w ork as housewives and mothers but because it 
offers opportunities o f  congenial and rewarding service to 
the com m unity.

\

International and Intra-regional Assistance

In the developm ent o f  their educational systems generally 
and, particularly in the training o f  leaders, the National 
Cooperative M ovements should keep constantly in mind the



possibility o f assistance from the U nited Nations, its special 
agencies and other organizations w hich have an interest in 
the promotion o f Cooperation.

Such assistance can be given through national govern
ments in a variety o f forms: expert advice, travelling 
fellowships and grants in aid o f  travel, training courses, 
seminars, publications, etc. Its effectiveness can be enhanced, 
however, b y  closer coordination between the governm ental 
and non-governm ental organizations. As an example, the 
establishment o f  the I C A  Regional O ffice and the E duca
tion Centre for South-East Asia w ill offer possibilities o f 
orienting fellowship-holders and others before they go 
abroad for study, as well as briefing experts from distant 
countries com ing into the region on a mission. T h e provision 
o f suitable teaching and study m aterial, the increase o f 
literature on Cooperation available through translation o f 
classics and contem porary works into the vernacular 
languages, the supply o f audio-visual aids in greater abund
ance and variety, w ould be accelerated i f  the organizations 
consulted one another at an early stage o f  their planning. 
The present gaps in the knowledge required to solve pro
blems o f  cooperative developm ent w ill be more rapidly 
filled i f  the International Organizations com bine to sponsor 
research, experiments and pilot projects.

T he national cooperative unions should m ake themselves 
w ell-acquainted w ith the facilities w hich the International 
Governm ental Organizations place at their disposal and 
they should press their home governments to avail them
selves o f the opportunities offered. It is hoped that, as the 
work o f the R egional Office and Education Centre develops, 
these institutions w ill find increasingly' effective ways of 
education and o f  fostering leadership between the Coopera
tive M ovem ents o f  the Region.

The Need for Research into Leadership Problem

In conclusion it m ay be emphasized that in the field o f 
education m uch still remains to be learnt, m any experi
ments to be m ade, imich experience to be sifted and
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compared. Just because comparison is an essential part o f  
the process by which better methods o f learning, teaching 
and organization can be distinguished from  the merely 
good, such comparisons can probably be usefully undertaken 
and assisted by  institutions like the IC A  Education Centre, 
working, i f  desirable, on the sociological side w ith  the 
U N E S C O  Research Centre, and the F A O  Research 
Branch. T h e problems o f leadership training and education 
dem and for their solutions continued research in various 
directions, for most o f  the Cooperative Organisations o f the 
region are only at the beginning o f their developm ent, and 
m ay look forward to a period o f  expansion and consolidation 
which w ill tax all the ability at their com m and. T he 
Sem inar at N ew  D elhi can thus be rightly regarded as the 
beginning o f  a m ajor long-term operation w hich w ill be 
continued by the Education Centre in collaboration with 
thj£ Cooperative M ovem ents o f South and South-East Asia.
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