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Co-op Leader Celebrates One Hundred Years

A group of his friends from the co-
operative movement gathered to
celebrate the hundredth birthday
of Will Watkins on December 5,
1993, at the Southern Down
Nursing Home in Chipping
Norton, Oxfordshire, where he now
lives quietly inretirement. The Co-
operative gathering was followed
by a family get-together.

At the birthday celebration Mr.
Watkins was presented with a card
signed by hundreds of co-operators
from around the world, a token of
the affection and respect with
which he is still regarded by co-
operative leaders worldwide.

Will shares ajoke with Peter Clark, Secretary ofthe UK Co-operative Party

William Pasco Watkins, a leading
figure inthe British and worldwide
Co-operative Movement, is a

A group photo to celebrate a memorable occasion.

former Director ofthe International
Co-operative Alliance.

Bom in Plymouth in 1893, Will
Watkins trained as a teacher and
gained a London University degree
in Philosophy and Economics.
After service in France during the
First World War, he became atutor
at the Co-operative College, then
based in Manchester. In collabor-
ation with college Principal
Professor Fred Hall, he wrote a
classic work - "Co-operation"
which for 25 years was the official
textbook on the subject.

In 1929 he joined the ICA to help
edit its publications and direct the
International Co-operative School.
From 1940 to 1946 he worked on

contld on back page
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News from the Regions

Europe

European Advisory Committee
Members of ICA's new European Advisory
Committee met for the first time in Brussels on
10 November, under the chairmanship of ICA
Vice-President Graham Melmoth. The EAC
approved its terms of reference as well as those
of two working groups which have been
established to deal with internal and external
issues. The two working group chairmen, Lars
Hillbom of KF, Sweden, and Giuliano Vecchi of
Confcooperative, Italy, reviewed their
workplans and schedules. Detailed reports on
their work will be given at the ICA's European
Regional Assembly, scheduled for the week of
24-28 October, 1994, in Prague.

Insurers Celebrate Anniversary

The Association of European Co-operative and
Mutual Insurance Companies mU \!!
celebrated their 15th anniversary on 5 November
with a seminar on future goals and priorities.
ACME's members are 27 groups of insurance
companies from 17 countries, which collectivelv
represent .some eight percent of the European
insurance market and provide services to 26

million persons.
(Forum dc VEconowie Sociulc, lulif-Scpl. 1993)

Conference on Social Economy

Some 800 participants representing European
co-operatives, mutuals, and associations met in
Brussels from 8-10 November to discuss their
contribution to the economic development and
social cohesion of Europe. ICA Vice-President
Graham Melmoth, speaking at the opening
ceremony, said that the co-operative movement
isanindispensable part of the "social economy"”,
and shares many of the same values with
mutuals. He emphasized, however, that co-
operatives must maintain their separate identity
when dealing with major economic and social
issues.

Africa

Regional Consultative Meeting on

Gender Planning in Co-operatives
From 25-28 October, gender conscious co-
operative leaders, trainers and policv makers
from 11 countries in East, Central and Southern
Africa gathered in Nairobi, Kenya, for aregional
gender planning meeting. The meeting which
was organized bv the ICA ROECSA and the
Kenyan Co-operative Movement, was chaired
by the Vice-President of the ICA Women's
Committee, Ms. Bernadette Wanvoni.

The purpose of the meeting was to promote an
understanding of gender concepts and
approaches; toexchangeexperiences and lessons
on gender issues in co-operative development
and hence to promote a better understanding of
the situation of women in co-operatives in the
. B o AL QiU TIsilum on ihff*
state of women vis-a-vis the ICA Women Policy;
and to advise the ICA regional office on how it
could more effectively facilitate the process of
gender planning so as to promote and influence

discussion and action on gender issues.

Editorial

At its meeting in
Brussels the European
Advisory Committee
decided, as part of its
strategy lor improved
communications, to
submit a report on

Europe for inclusion in

the ICA News. AIll ICA regions are invited to do
likew ise and to submit either a full page or a column for
publication in each issued the ICA News. In 1994 the
approximate deadlines for submission of material are
as follows:

Jan 15, March 15. May 15. July 01. Sept 01. Nov 15.

We look forward to receiving your contributions and
wish, all our readers a very HAPPY NEW YEAR.



World Overview

Consumers In Debt?

Responding to the increase in the over-
indebtedness of consumers, the Belgian Co-
operative Centre of Consumerism, with the help
ofthe NationalBankofBelgium,commissioned
a studf and organised a conference on the
phenomenon at the Palais des Congres at Liege
on September 28, 1W3. Following the study, a
brochure has been published which reveals the
lack of preventative measures and help available
to consumers and also makes several concrete
proposals on how the problem can be tackled at
the social and legal levels.

Co-operative Longevity Analysed

The Co-operatives Section of the Quebec

Government has analysed the "survival rate” of

rn-npemfivp” created in the province since the
l*a'Lui ihr

results are as follows:

Category Longevity more

than 5 vears

Longevity more
than 10 years

Consumer Co-ops 87,8 per cent 77.1 percent

I’roochiction Co-ops d4.4 per cent 8b.8 percent

Worker Co-ops 7(13 per cent 41).5 per cent

lotal overage 85.h per cert bb.2 per cent

The study concludes that co-operatives appear
to have, in general, a life expectancy which is

greater than that of other kinds of enterprise.
J99,)>

tlutocoop, Governm'iil of Qucluw, jttli/ - .

Co-operative Youth Exchange?
Between March and Julv 1993, the Canadian Co-
operative Association (CCA) and Rooftops
Canada Foundation sponsored an international
vouth exchange with the Philippines. Under the
scheme, ten voung Canadians spent two months
acquiring experience while working in Filipino
co-operatives (and living with Filipino families).

Five young Filipinos attended the CCA Youth
Congress in Toronto in addition to work
placements with Canadian co-operatives and
credit unions.

Answering the Recycling Challenge

The second Finnish recycling fair was held in
Riithimaki in August 1993. Hosting over 100
companies and organisations, the fair included
exhibition stands, info booths as well as seminars,
training sessions and other events open to the
public. The Finnish consumer co-operative
companies EKA Corporation, S Group and Inex
Partners and the Finnish Consumer Co-operative
Association (FCCA) took part in the fair
presenting their own Eco-programmes.

lonelher with the Finnish Nature Preservation
Society, EKA Corporation has initiated a three-
year project involving ordinary waste disposal,
building-site debris management and methods
ofanalysing the life-cycle of products. Each EKA
company is making its individual contribution,
ranging from eco-friendly room cleaning in Restel
hotels to projects on energy-saving homes and
eco-designed apartments at Haka construction.
S Group co-operatives, including the leading
retail chains "S Market" and "Prisma", offer
modern and efficient customer services that give
full consideration to theenvironment. Consumer
interest in a customer-operated detergent
vending machine was also tested at the Inex
stand.

Finnish Co-op environmental action gives equal
consideration to the problems of consumers and
companies. The goal istodevelop intelligent and
economic recycling through projects involving
close collaboration with research institutes,
public bodies, private companies and
environmental groups.



| ran*.*.

Credit Mutuel Optimistic

The co-operative bank, Credit Mutuel, has
reported 1992 profits of F.Fr. 1.5 billion (US$
264.3 million), and maintained its position as the
fifth largest retail banking network in France.
Chairman Etienne Pflimlin said in an interview
that his group had managed to increase market
share and hoped to maintain net profits at least
at the same level this year. Mr. Pflimlin is a

member of the ICA Board.
(Fiiinncial Times, 7 Octobcr 1993)

Indin

Management Programme in Eighth Year

The Institute of Rural Management, Anand
(IRMA) in India, will be holding its eighth
General Management Programme, from March
14 - July 16, 1994. Designed to enhance the
effectiveness of CEO's and divisional heads of
large farmer co-operatives, the programme will
include core courses, advanced electives, field-
trips, lectures, seminars and project work.
Nominations will be accepted until January 31,
1994. Programmes Officer: IRMA, Post Box #60,
Anand 388001, India.

NAFED Helps Earthquake Victims

In October 1993 The National Agricultural Co-
operative Marketing Federation oi India
contributed Rs. 10 lakh to the Prime Minister's
Relief Fund for the victims of the earthquake in
Maharashtra. The sum included a donation of
one day's salary by all of NAFED's employees.

Ireland

Cork to Host 1994 Forum

The Irish League of Credit Unions is to host the
1994 International Credit Union Forum from 3 -
7July 1994. The Forum will be opened officially
by Mary Robinson, President of Ireland, and
will feature Michael D. Higgins, Minister for
Arts, Culture and the Gaeltacht, as Keynote
Speaker. Themes will be Safety and Soundness,
Services and Market Development, Values and
Principles and Europe in the 1990s: Choices and
Challenges. There will also be reports on
development projects and from the World
Council's membership. Registration forms can
be obtained from WOCCU, 5810 Mineral Point
Road, Madison, Wisconsin 53705, USA.

Subject to obtaining adequate funding, a
symposium on Women and Credit Unions is

tentatively planned for July 1-2. Further
information from the WOCCU Women in
Development Task Force, P.O. Box 2982,
Madison, Wisconsin, 53701 USA.

Police Open Credit Union

InSeptember 1993, Poland's fiscal police opened
the Gdansk Fiscal Police Employees Credit Union
with 45 founding members. The decision to start
a credit union, followed a seven month
investigation into credit unions, instigated in
October 1992, after complaints bv banking
officials that the then newlv-opened Gdansk
District Heating Company Credit Union was
conducting illegal banking ‘activities.

After police had raided the Credit Union, its
leaders met with officials of Solidarity who began
running full-page articles on credit unions and
also published a letter to Poland's President
condemning the police investigations. The fiscal
police then went to the Foundation for Polish
Credit Unions for help and eventually decided,
not only that the Credit Union's activities were
perfectly legal, but that what they really needed
was a credit union of their own.

Exposing South Asia

The Federation of Thriftand Credit Co-operative
Societies (FTCCS) is planning to hold its 2nd
South Asia Exposure Programme in the latter
half of February 1994. The objective of the
programme is to formulate development policies
pertaining to credit and community
development fields to match the needs of South
Asian region. For further information please
contact Mr. L.B. Dasanayake, General Manager,
'SANASA, 3/3 Edmonton Road, Colombo 6.

Second Successful Forum

The UK Co-operative Council held its Second
Annual Forum in New Century Hall Manchester
on 26 - 27 November. Sessions were held on
Setting the Co-operative Scene, the Co-operative
Opportunity, The Legislative Framework,
Corporate Responsibility, Governance and
Business Ethics, followed bv an Open Forum.

Reports from UKCC, c/o Co-op Bank PLC, PO
Box 101,1 Balloon Street, Manchester M60 4EP.



Co-op People

E. Argyris, President of the Panhellenic Confederation
of Agricultural Co-operatives, was elected Deputy in
the Greek Parliament during the parliamentary elections
of October 10, 1993.

Chris Baker, formerly Director of World Council of
Credit Union's Washington, D.C., office, was appointed
WOCCU's new CEO on August 2, 1993. He succeeds
G.A. Charbonneau, who retired as CEO in October
1993.

Sid Bildfell, former Chief-Executive Officer of
Saskatoon Credit Union (Canada), has been appointed
CEO of Saskatchewan Credit Union Central.

Frank Dahrendorf, 59, has retired for health reasons
from his position as Chief Executive Officer of the
Board of the Union of Consumer Co-operatives ( VdK)
in Berlin. Wilhelm Kaltenborn, 56, was appointed
member of the Executive Board of VdK where he has
equal voting rights with the second Executive Board
member, Werner Muller. Since 8 December, 1993,
Martin Bergner is Head of the Office of the Executive
Board and isresponsible for international co-operation,
union affairs and management bodies.

Jeremy Edes Pierotti joined the Government Relations
Department of the National Co-operative Business
Association (USA) as legislative representative on
November 1. Prior to joining NCBA he worked as
advisor to Senator Herb Kohl on health labour and
small business is>ues.

John Fisher, General Chairman of Nationwide (USA)
and past Chairman of the International Co-operative
and Mutual Insurance Federation (1CMIF), received
al1993 Horatio Alger award (USA) for "great success in
the face of adversity and struggle".

Silas K. Kobia has been appointed Managing Director
of the Co-operative Insurance Services Ltd. in Nairobi
(Kenya), bv its Board of Directors, with effect from
October 1, 1993.

Shri V.B. Mahajan has taken over as Managing Director
of National Agricultural Co-operative Marketing
Federation of India Ltd. (NAFED). Formerly he was
Acting Managing Director of NAFED.

Sam Mshiu has been appointed Regional Coordinator
tor East, Central and Southern Africa of the International
Labour Organisation'sCO-OPNET and can be contacted
through the ICA Regional Office in Moshi.

Carlos Nagovitch Nazario, a representative from the
Co-op Movement of Puerto Rico, has been appointed
President of the Confederation of Co-operatives of the
Caribbean and Central America.

W alter Pahl has received the first prize of the World
Habitat Award 1992 for his co-operative housing project
in Mannheim, FRG. After saving 400 public dwelling
units from demolition, he then modernised them and
transferred the stock into the newly-founded housing

co-operative, Ludwig-Frank. On October 4,1993, Hilary
Clinton presented Mr. Pahl with his prize, which will
be used for the cultural centre of the co-operative.

Roger Ramaekers, Co-President of the Federation for
Housing Co-operative Societies (FESCOLAB) Belgium,
has beenappointed President of the co-operative section
of the European Committee for Co-ordination of Social
Housing (CECODHAS). During this two year
presidency, Pierre Muylle, Secretarial-Administrator
of FESCOLAB will deal with the secretariat of the
section. Eduardo Bobe, from the Catalan Co-operatives,
has been elected Vice-President.

Peter Rowbotham, a Principle Officer at Barnsley”s
Education Department and Chairman of Barnsley
Regional Committee, was elected Chairman of Co-
operative Retail Services (UK) to replace Brian
Hellowell, who had been Chairman since 1985. Mr.
Rowbotham hasbeen aBoard member for six years and
a member of the Regional Committee for 13 years.
Brian Lake will replace Les Ryder as CRS Vice-
Chairman.

Shuichi Satoh, the former Vice President of Zenkyoren
and the President of Akita Prefectural Mutual Insurance
Federation of Agricultural Co-operatives (Japan), was
elected President of Zenkyoren, on July 30,1993.

Robert D. Scherer has retired from the National Co-
operative Business Association as President and CEO
meffective \la\ 1, He has been replaced bv Russell
C. Notar.

Isao Takamura, former President of the Japanese
Consumers' Co-operative Union, has retired at the age
of 70 and become the Honorary Presidentofboth Co-op
Kobe and JCCU. Shigenori Takemoto was elected
President of JCCU.

Hon. Bernard Wolimbwa, the ICA Regional Council
Chairman for East, Central and Southern Africa, has
been appointed the ICA's Alternative Vice-President
for Africa. Momodou Dibba from the Gambia is Vice®
President for Africa.

JA-. ZENCHU Central Union of Agricultural Co-
operatives, Japan, has re-organised its International
Affairs Department. The following changes have been
made:

Fumiaki Aruga has been assigned to Executive Director
in charge of International Affairs; Sadayuki Tamoto,
former Executive Director in charge of International
affairs, has been assigned to Chairman of JA System
Development Centre; Fliroshi Nishido has been
assigned to General Manager of International
Department; Masahiro Matsuda has been assigned to
Manager of International Section;YoshitadaNakaoka,
former General Manager of International Department,
has been assigned to General Manager of Central Co-
operative College; Kazuo Tsukada has been assigned
to Manager of Agricultural Policy and Planning Section.



United Nations

06,

Co-operatives and Poverty Eradication

The United Nations Economic
and Social Commission for
Asia and the Pacific (ESCAP)
held a meeting on Poverty
Alleviation in September in
Bangkok. Mr. W.U. Herarth,
Human Resource Develop-
ment Officer from the ICA
ROAP attended the meeting
and provided a statement on
how co-operatives in the
region have contributed to the
eradication of poverty.

Mr. Herath noted that the

members of co-operatives inthe
Asia Pacific region (with the
exception of Australia, Japan,
Republic of Korea and
Singapore) represent families
below the poverty line and that
co-operatives have endeav-
oured to raise their living
standards.

He indicated the role of the ICA
in addressing the theme of the
meeting by providing fora for
discussions with government
on how to create conducive

tives, by introducing em-
powering strategies among
people below poverty line to
undertake economic and
social ventures on a self-
reliant and self-help basis and
by providing HRD training
programmes for coopera-
tives.

The ICA Regional Office for
Asia and the Pacific will
follow-up on the issue of
poverty eradication.

majority of individual

Where Homes are Headed By Women
A quarter or more of households are headed by
women in 24 out of 78 countries lor which
figures are available, notes "The Progress of
Nations", a UNICEF publication which ranks
nations according to their achievement in health,
nutrition, education, family planning and
progress for women. In the majority of cases,
this means that the household is made up of
women and children - and no men. In some
cases, men are absent because they have
migrated in search of work. The proportion of
households headed by women has risen in all
regions in recent years.

% of households
headed by women (1980s)

Saint Kitts and Nevis 46 Zimbabwe 28
Grenada 45 Cuba 2
Botswana 45 Poland 27
Barbados 44 Sweden 27
Saint Vincent Ghana 27
& Grenadines 42 Rwanda .25
Saint Lucia 34 Australia 25
Dominica 38 Canada 25
Norway 38 Puerto Rico 25
Jamaica 34 Switzerland 25
Austria 31 Trinidad & Tobago 25
USA 31 United Kingdom 25
Malawi 29

(Source: UNICEF, The Progress of Nations, 1993)

environments for coopera-

Towards Greater Equality

The Uniled Nations Children's Fund hasrecentl]y
published "ihe Progress ol Nations" which
brings together statistics on the progress being
made, in each country, towards basic human
goals. Aimed at monitoring and improving the
well-being of children, the annual publication
collects reviews in such areas as child survival
rates, nutrition, health, education, family
planning and the progress of women.

On the latter issue it notes that, "In most nations
women are beginning to make progress towards
greater equality in education, in legal status, in
the right to choose when to have children, and in
opportunities outside the home. But it is still
common for women to work twice as many
hours a day as men.

In developing countries, women grow most of
the food and contribute increasingly to cash
incomes. But they are still expected to fetch
wood and water, clean and cook, wash and shop,
look after the old and the ill, and bear and care for

children."

(Source : UNICFF, Flic Progress ot Notions, 1993)



Housing Policy and Co-operatives in the Countries in Transition

The United Nations Economic
Council for Europe has recently
published adocument entitled,
"Housing Policy Guidelines:
The Experience of ECE with
Special Reference to Countries
in Transition". The document
aims at providing information
on the formulation and
implementation of housing
policies as well as information
regarding the monitoring of a
housing policy system.

Aimed at policy makers at
government level, decision

makers in the housing field as
well as housing experts, the
document provides a basis for
the understanding of housing
policy issues and may assist in
the development and dis-
cussion of these issues in the
region, in particular withaview
to meeting the needs of
transitional countries.

Housing co-operatives are
referred to throughout the
document, with specific
mention of the appropriateness

of co-operatives and their role
in the provision of housing
within market economies. A
review of elements needed for
the success of housing co-
operatives are discussed
including ownership rights,
financing and the relation of
governmentand co-operatives.

Copies are available from the
United Nations Sales Section,
Palais des Nations, 1211 Geneva
10, Switzerland. Please quote
document number ECE/HBP/
84 of June 1993.

UNCTAD Report Cautions Against Market Over-Reliance

In his annual Trade and
Development Report, the
Secretary-General of the United
Nations Conference on Trade
and Development (UNCTAD)
has warned against the
conclusion that market
orientation provides a sure
recipe for recovery and
sustained growth of fragile
economies in the South and in
Eastern and Central Europe.

In the countries in transition,
the prevailing free-market

ideology has sought to
dismantle the old system of
ownership and intervention at
maximum  speed, while
avoiding new forms of
government intervention.
However, -hocks are not a
reliable recipe for introducing
the new thinking, behavior and
norms required ...The history
of the region has shown that
success in destroying an old
system is no guarantee of
success in creating a new one."

(Tradeand Development Report, 1993 — UNCTAD/TDR/13 >

Transnational Corporations Continue to Grow

According to a recent report, an estimated one-third of private productive assets are under the
common governance of transnational corporations.

A better model, the report
suggests, is provided by South-
East Asia where, in all the fast-
growing countries, govern-
ments have given strong
supporttoprivate business and
to exports, "Government
intervention has on the wTiole
diminished inrecentyears. The
withdrawal has generally been
carried outinan orderly fashion
following success; it has not
been a rout after failure.”

Recent examples of note include the Ford Motor Company, which is developing a "world car" for
Europe and North America; Swissair, which has created an affiliate in India to handle its corporate
accounting functions; and ITT (US), a producer of yellow page directories, which centralises its
procurement of paper in an affiliate in Belgium.

The report notes that intensified competition has forced firms to seek innovation and cost savings
through their entire chain of activities. Thus, all activities are subject to being situated in the most

cost-effective locations.

fSource: United Nations Conference on Trade and Development (UNCTAD), World Investment Report 1993 (WIR93))



Cont!dfrom from page 1.

the editorial staff of the UK Co-operative Sunday
newspaper "Reynolds News".

In 1946 the British Government appointed him as
Adviser on Co-operation to the Military Government
of Western Germany, to assist in the rehabilitation of
the consumer co-operative movement which had
been virtually destroyed by the Nazi regime. Although
his direct responsibilities ended with the formation of
the Federal Republic in 1950, German co-operative
organisations asked for his services for another year.
In 1959 the Federal German Government conferred
on him the Grand Cross of the Order of Merit in
recognition of his services to co-operatives.

In 1951, Mr. Watkins was appointed Director of the
ICA and gave outstanding service to world co-
operation in that post until he retired in 1963.

In his retirement he continued to serve the Movement
as a writer, teacher and consultant. When he was 92
his book, "Co-operative Principles - Today &
Tomorrow", was published and greeted with acclaim.
It became a Co-operative best-seller and was soon
translated into Spanish, Finnish and Japanese.

On December 5th, the library archive located on the
second floor of the Co-operative College in
Loughborough was named the Will Watkins

Reading the cardfrom co-operators around the world.

Centenary Birthday Archive of Historical Co-
operative Documents and a fund established for its
maintenance.

Donations are solicited, either of cash or of books and
other documents, with the understanding that
duplicated stock can be sold and the proceeds used to
support the archive.

Those wishing to support this project should write to
the Will Watkins Archive Fund, Co-operative College,
Stanford Hall, Loughborough, Leicestershire, United
Kingdom.

ICA CALENDAR

m 16 February, 1994
ICACC Executive Meeting
Geneva, Switzerland

m 25 -30 July, 1994
3rd Asia and Pacific Co-
operative Ministers' Conference

m 26 - 27 October, 1994
Regional Assembly for Europe
Prague, Czech Republic

Colombo, Sri Lanka

m 17-18 February, 1994
Seminar of Communications
specialists

Geneva, Switzerland

m 20 April, 1994
ICA Agricultural Meeting
Cairo, Egypt

m 22-27 April, 1994
ICA Board Meeting
Cairo, Egypt and

Tel Aviv, Israel

m 5 -9 September, 1994
African Regional Assembly
Nairobi, Kenya

m  Sept - Oct 1994
Regional Assembly for Asia
and the Pacific

New Delhi, India

m 24-26 October, 1994
Meetings of ICA
Specialised Bodies
Prague, Czech Republic

m 28 October, 1994
ICA Board Meeting
Prague, Czech Republic

m 28 October, 1994
Audit and Control Cttee
Prague, Czech Republic

m  September 1995
31st ICA Congress
Manchester, UK



International Co-operative Alliance Officers:

President: Lars Marcus (Sweden)
Director-General: Bruce Thordarson (Canada)

Vice-Presidents:

Africa: Momodou M. Dibba
Americas: Roberto Rodrigues
Europe: Graham Melmoth
Asia & Pacific: Mitsugu Horiuchi

Opinions expressed in this publication are not necessarily those of the leadership
and management of the ICA.

Contents may be reprinted without permission, but citation of source is re-
quested and three copies of the publication concerned should be sent to ICA
Review, 15, route des Morillons, 1218 Grand-Saconnex, Geneva, Switzerland.

The length of articles submitted should be a maximum of 10 pages typed in
double spacing. If possible, please submit both a hard copy and a disquette
stating which word processing software was used on IBM compatible or Macin-
tosh hardware.

Front cover: Location of ICA head office, Geneva.



Review of International Co-operation
Vol. 86. No. 4/1993

Contents
EAITOTTAl i 3
Opening Ceremony
Greetings trom Co-0p SWItZEerland ... 5
Greetings from the §i.O . 7
Governing Body Reports
Welcome BV ICA PresSident. . s 11
Report bv ICA Vice-President 10r AfriCa .. 15
Report bv ICA Vive-President for the .AmMeriCas. ... IS
Report bv IQ A Vice-President tor Asia and the Pacific.....cccvvieinscicinsiennn, 21
Report bv ICA Vice-President for FUrope .. ... . e — .23
Activity Reports
Director-General ™ Report to the General Assembly ... 26
REPOIT FrOM RO AP o shest e bt se et nens 30

RePOIt From ROW A oottt ettt ne s e neneneen 32

Report from ROF.CSA. ..ot i e 40
ICA Development Forum In Momodou Dibba....cceece e 44
The Fnvironment and Sustainable Development bv Raija Itkonen.................. 46

IntrodttcticiB to ICA Policv on Women in Co-operative
Development bv Jan-Piric IMBSEN ... 48



Case Studies

ICA Director-General's Introduction to Case StUdiesS.....rnrnnnsnsnsns 53
EXIMCOOP -a Co-op Trading Company bv R, ROArigueS.....ccccevvveceevrreerennnnnn. 54
Restructuring of JA Agricultural Co-operatives by Fumiaki Aruga .............. 57

New Forms of Finance for Agricultural Co-operatives
DV JACUES PICATT .ociiiceissee ettt enene

The Co-operative Bank's Ethical Stance by Terry Thomas

Innovation in Economic Development and Job Creation

DV Claude Beland ... 76
The Co-operative Bank of Kenva by E. MUreithi..cccoviiiiivciiicceececc e 85
Toward and Improved Financial System in Latin America

bV RaMiro Valderrama ...ttt ettt 95
The Strategy of Co-op Norway by Steinar SiVertSen ....incieinseieieseenns 99
Member Participation - Past Experience and Future Development

by MasayuUKi YamagiShi i 102
The Development of the Hungarian Consumer Co-ops bv Pal Bartus........ 105
Strategic Management in Co-operative Retailing by Ole Dueholm.................. 109
Privatisation of Public [lousing in the New Lander

DY ThomMas SCRABT OIS .ot 114
Co-op Travelcare - A Case Study of Co-operative Success

BV Mich@ael Grindrod ... 117
Folksam and the Women s Market by Katarina ApelgViSt....ccccocevvneicinnennn, 121
Creation of Jobs through Worker Co-operatives -

the Italian Experience bv AIDErto ZeVi. e 127
NTUC INCOME, Singapore - Strategies for Success

DY HaNs DahlbDerg .ttt 132
Will Watkins Celebrates 100 Years by Roy Garratt........iiniinninne, 139
BOOK R BV IBW S 143



Editorial

For many co-operators 1993 has been a
difficult year. The recession and the
political instability experienced by many
nations has had an impact on our "Global
Village” and has inevitably affected the
Worldwide Co-operative Movement.

Each region of the world has its own particular challenges and the
new ICA structure is designed to provide the fora for countries with
similar problems to share their experiences, and for the ICA to tailor
its responses more closely to specific regional needs.

In Africa, as in many other areas of the developing world, the
problems of intense poverty and political instability have not been
overcome. In this continent, the challenge is to help build genuine
co-operatives at the grassroots level, to strengthen federations and
to dissuade Governments from exercising too much control.

In America the main challenge is whether co-operatives have arole
to play in North South integration. ICA offices in Costa Rica and
Argentina are committed to supporting the Movement's
participation in this process.

The Asia Pacific region has the most dynamic economy in the world
today. Its co-operative movement is also flourishing and this is
reflected in the ICA membership, with over 60% of our individual
members coming from this continent. In Asia there is much reason
for optimism, and co-operators everywhere can derive satisfaction
from watching the progress of the movement in this part of the
world.

The economic and social crisis which has plagued Europe in recent
years hasbeen exacerbated by the problems experienced by countries
from the former Eastern Block in adapting to a single market and



the implications of the changing political situation. Co-operative
movements all over Europe have been subject to tremendous
pressures - in most cases economic, but in others also political.

In this environment of intense competition, co-operatives must
seize the chance to demonstrate that they constitute a positive
alternative. The challenge to the ICA has been to offer support to
our members and, in some cases to intervene with Governments in
order to convince them of the co-operative potential in helping to
solve economic and social problems.

Even though this has been a challenging vear, each region has its
causes for celebration. The case studies presented to the ICA
General Assembly in Geneva last September, and published in this
review, give us the opportunity to share the positive experiences of
our members and to analyse what successful co-operatives are
doing differently, and why.

The first General Assembly under the ICA's new structure was
generally considered a great success. The reports from the meeting
will be published in two parts. The first, including the success
stories, will appear in this issue. The specialised bodies' reports to
the General Assembly and the report on the current review of Co-
operative Principles will appear in issue No. 1/94 at the end of
January 1994.

The ICA Director and his staff would like to take this opportunity
to wish our membership and all our readers avery happy New Year
and success in 1994.

Mary Ttcacy
Director of Communications



Greetings from
Switzerland

by Markus Schelker*

| am pleased and honoured to bring
you greetings from the 1.3 million
membersofSwitzerland'sco-op socie-
ties and their umbrella organisation,
Co-op Switzerland. I am doing so on
behalf of its President, Herr Rolf
Leuenberger who unfortunately has
to attend urgent business elsewhere.

This is your first General Assembly
after adopting strategic decisions in
Tokyo (1992) which have given the
ICA a new, flexible organizational
structure geared to present needs. It
gives us particular pleasure that it is
held in Switzerland, a country with a
co-operative tradition that goes back
to its inception 700 years ago. Co-op-
erative ideas and principles have
played an important role in shaping
our political and economic structures,
and it is gratifying to look back on the
history of Switzerland's co-op socie-
ties which began in the mid-19th cen-
tury. There are few highly industrial-
ised countries where almost30% of the
retail turnover, and over 50% of food
sales are handled by co-ops.

Of this we are proud, but we must
never take that position for granted in

* Mr Schelker is Deputy Director of Co-op
Switzerland, Basle.

Co-op

the day-to-day competition for cus-
tomers and members alike.

It is one of Switzerland's special fea-
tures that the two leading retail trade
organisations, Coop and Migros, are
co-operatives and in fierce competi-
tion at the same time. We see thisas a
positive challenge which makes it im-
perative on both to improve services
all the time, gear their ranges to con-
stantly changing customer needs and
watch costs closely. That can only ben-
efit the customer. With 175,000 unem-
ployed and a retail turnover that is
going down inreal terms, thecompeti-
tive climate has become rugged in
Switzerland. In these difficult circum-
stances, the Coop group has managed
to increase its market share and secure
the cash flow needed to make usviable



Entrance area of Co-op Super Centre "Novaseta™ in Arbon.

also in future - 4.4 % of the group
turnover of 10.7 billion Swiss francs in
1992,

As a global organisation, the ICA has
tomeet the mostdifferentrequirements
from its member organisations. While
co-ops in the highly industrialized
countriesare trying to retain theirshare
ofa highly competitive and sometimes
stagnating market, theenormouschal-
lenge facing them, forexample in East-
ern Europe, is to organize goods sup-
plies in terms of a market economy,
and in the Third World countries they
spearhead the battle against hunger
and poverty. These are truly diverse
needs to be fulfilled under local condi-
tions using the appropriate strategies.

On a global scale, the
co-operative principle
of helping others to
help themselves has
certainly become
much more important
overthe last few years.
Oneofthecentral tasks
incountries where so-
cial transformation is
on the agenda is to
encourage people not
just to suffer but to
shape their destinies
using their own intel-
lectual resources.

The ICA brings to-
gether members from
different continents,
cultures and societies
who speak different
languages and think
along different lines.

The desire that unites them is to carry
on a dialogue, build economic and
human ties and implement concrete
projects such as the network for East-
ern Europe, and a number of pro-
grammes for Africa, Asia and Latin
America.

Now as before, the ICA is an eminent
forum for the worldwide co-operative
movement. We therefore hope that this
General Assembly again realizes the
responsibility it shares for mankind
and fulfills the tasks it is given in this
spirit. Best wishes from Co-op and its
members in Switzerland for the suc-
cess of your General Assembly in Ge-
neva, and for results which will guide
you safely into the future.



Greetings from

by Heribert Maier*

The ICA and the ILO share acommon
dedication to social justice and eco-
nomic progress for working men and
women: to their freedom to form and
manage their own associations in pur-
suit of theireconomic and social inter-
ests. Besides thiscommon dedication,
the ICA and the ILO share a common
working relationship in furthering co-
operativedevelopmentthrough the In-
ternational Committee for the Promo-
tion and Advancement of Co-opera-
tives (COPAC). Since the ILO's foun-
dation in 1919, the ICA hasenjoyed the
privilege of special observer status in
the work and meetings of the ILO, and
has been a strong advocate of co-op-
erative activities in the work of our
Organisation.

The establishment of the ILO was the
result of its founding member States'
conviction that the well-being of work-
ing people depends upon adequate
social protection, together with ad-
equateeconomic opportunity. Experi-
ence has shown that such economic
opportunity can be substantially en-
hanced through mutual self-help or-
ganisations and common working
methods. This is the concept which

* Mr Maier is Deputy Director-General of the
International Labour Office in Geneva.

the ILO

lies at the heart of the co-operative
movement and explains why the co-
operative service ofthe ILO isas old as
the Organisation itself. This service of
the ILO and the worldwide co-opera-
tive movement are in the vanguard in
pursuing the priorities of today, as
determined by the Organisation's 167
member States, furthering theadvance
of democracy and the fight against
poverty,and promoting the protection
and well-being of working people.
These will be the main themes for our
programme in the next two years.

The co-operative activities of the ILO
have evolved over the decades to meet
the changing needs of member States
and their co-operative movements.
These activities include the exchange
and diffusion of information on co-
operative subjects and developments



indeveloping and industrialised coun-
tries, the research and publication of
technical studies, inter-regional and
regional meetings of experts on co-
operatives, advisory and consultancy
services to co-operative movements
and departments on human resources
development, co-operative legislation
and structure and, most importantly,
technical co-operation programmes
providing experts and training serv-
ices.

Theco-operative activitiesprogramme,
and especially the technical co-opera-
tion of the ILO, is guided by a Recom-
mendation adopted by the ILO mem-
ber States in 1966: Recommendation
No. 127 on The Role of Co-operatives
in the Social and Economic Develop-
ment of Developing Countries. This
Recommendation containsa definition
of a co-operative which was clearly
inspired by the traditional values and
basic principles as enshrined in the
thoughtsof RobertOwen, the Rochdale
Pioneers and the ICA: namely that a
co-operative 'is an association of per-
sons who have voluntarily joined to-
gether to achieve a common end
through the formation of a democrati-
cally controlled organisation, making
equitable contributions to the capital
required and accepting a fair share of
the risks and benefits of the undertak-
ing in which their members actively
participate.'

The Recommendation providesguide-
lineson issuesofgreatrelevance to this
General Assembly and to the ICA De-
velopmentForum which hasjust taken
place. I refer to human resources de-
velopment, financial accountability

and technical co-operation. Earlier this
year, an International Meeting of Ex-
perts on Co-operatives was convened
by the ILO to review the role of the
Recommendation inthe promotion and
development of co-operatives. The
expertsconcluded thatthe Recommen-
dation had fulfilled its purpose well
over the years, but that the time had
now come to revise and extend itscov-
erage to industrialised as well as de-
veloping countries, to entrust less re-
sponsibilities to Governments for su-
pervision and services and more to the
movements themselves and to rein-
state the basic principlesofopen mem-
bership and democratic control.

lalso wish to emphasise the work car-
ried out within the framework of the
ICA to examine and update the basic
values ofco-operation. Thiswork was
frequently cited by ILO experts, who
concluded that the work of the ICA
should be reflected in the revision of
the Recommendation.

Another issue of common concern to
members of the ICA and of the ILO is
the availability of full, freely-chosen
and productive employment. World
attention has long since been drawn to
the persistent high levels of un- and
under-employment. Despite substan-
tial domestic and external investment,
and assistance, few countries have been
able to turn the corner. Wage and
salary employment in the formal sec-
tor provides only a fraction of new
jobs. Now this phenomenon has also
shown its face in the industrialised
countries and Central and Eastern Eu-
rope. The promotion of private small
and medium-sized enterprises is con-



sidered by the governing bodies of the
ILO to be an important instrument in
generating employment. We do con-
sider such enterprises to be restricted
to individual private ownership; they
can also be co-operatively owned and
managed. Indeed, the member States
of the ILO, as represented by the Or-
ganisation's tripartite structure: Gov-
ernments, employers' and workers'
organisations, have increasingly un-
derlined the need for alternative pri-
vate enterprise structures, and espe-
cially the 'co-operative option': work-
ers' or producers' co-operatives. Each
year, the member States of the ILO,
Governments, employers and work-
ers meet at the International Labour
Conferencein Geneva. In 1989, aReso-
lution was adopted on the promotion
ofruralemploymentand the role ofco-
operatives was clearly referred to; in
1990, the Conference adopted aresolu-
tion on the promotion of self-employ-
ment, and again reference was made to
the co-operative option.

At the International Labour Confer-
ence inJune 1993 there wasoverwhelm-
ing endorsement of the co-operative
approach in the promotion of small
and medium-scale business enter-
prises. The ILO, in its programme of
work, is responding with renewed
force to these references. The ILO Di-
rector-General, Mr. Michel Hansenne,
has established a Department for En-
terprise and Co-operative Develop-
ment. This isconcerned with the pro-
motion of private and co-operative
businessenterprisestosupporttoday's
trend towards privatisation and the
promotion of self-employment
through small and medium-sized en-

terprises. Through this department's
programmeofactivities, inter-regional
and regional meetings were recently
held in Denmark and the Ukraine to
assist policymakers from industrial-
ised countries, developing countries
and economies in transition to high-
light the role of the co-operative ap-
proachinlocaleconomicdevelopment,
privatisation and the promotion of
small and medium-sized enterprises.
Inaddition, thereare research and tech-
nical co-operation activitieswhich back
this effort.

A consideration of co-operation can-
not,and should not, berestricted to the
structure of business enterprises. As
the founders of the ICA and the ILO
well knew, economic progress cannot
proceed without improving the social
conditions and the quality of life of
working people. Thisconcern with the
human dimension of the working
world was reconfirmed nearly fifty
years ago in 1944, in a world torn by
war and human suffering where, in
Philadelphia, USA, the delegatesatthe
International Labour Conference
adopted a declaration which affirmed
that labour was not a commodity and
working people have undeniable rights
to improve their human and profes-
sional capacities and qualities. The
ILO, and likewise the ICA, has long
since stressed the importance of hu-
man resources development in foster-
ing the basic values of co-operation
and inensuring the democratic control
and economic viability ofco-operative
societies. The subject was examined
during the recent International Meet-
ing of Experts on Co-operatives and a
call was made upon the co-operative



At the ILO Conference in June 1993, there ivas overwhelming endorsement of the co-operative approach in
the promotion of small and medium-scale business enterprises.

movements to take a larger responsi-
bility for implementing membership
and management training, especially
indeveloping countries. Indeed, there
are already helpful tools at hand such
as the Co-operative Education Materi-
als Advisory Service (CEMAS), devel-
oped under the auspices of the ICA,
and MATCOM (Material and Tech-
niques forCo-operative Management)
developed in the ILO with the finan-
cial and moral support of the
Scandinavian countries and their co-
operativemovements. Thereare many
countrieswhere the ILO isimplement-
ing technical co-operation projects for
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the development ofco-operatives. We
are also working with other partners,
such as ALCECOOP in Latin America,
and we are endeavouring to support
networking in Africa and Asia with
thecollaborationofthelCA field struc-
ture on the basis of our Director-Gen-
eral's policy of active partnership,
which has established 14 multidis-
ciplinary teamsinall partsof the world.

Let me once more reiterate the ILO's
dedication to co-operative activities, a
dedication which has continued and
grown over the 74 years of the Organi-
sation's existence.



Welcome by ICA President

Since we met at the memorable con-
gress in Tokyo last year the efforts of
the ICA have been dominated by the
introduction of a new structure and
the preparations for our centennial in
1995

Reportsofthesesactivities willbegiven
by fournominated vice- presidentsand
the Director-General. My own views
have already been presented in the
annual report. What will follow here
right now is about the future - and that
is not so easy to foresee.

ICA consists of some 200 co-operative
organisations in at least 10 different
branches. They also differ in strength,
size, political environmentand culture
and for most of them demand and
profitsare down, whilemoney isshort
and expensive.

In this situation the ICA cannot pro-
vide expertise on all local problems of
all members. Neither does it represent
a strength to respond to needs with a
HQ staff of nine full time and 3 part-
timers and an annual dues income of
less than CHF2 million. We form a
network of which members can take
advantage . The benefit of your mem-
bership is mainly to be found in con-
tacts with colleagues.

Iwilluse my reporttoyou to give some
examplesofthis from my nineyears as
the ICA President, - example of sec-
tors,ofcontinents, ofold co-operatives

as well as new and small. | will talk
about the challenge of the future.

Let me start with our agro-coopera-
tives.

Idare say that generally speaking eve-
rybody today understands and accepts
that food is best produced by family
farmers working together through a
co-operative structure. They already
dominate the global production ofcash
crops.

The fertile soil isa global asset and has
to be used in an optimal way. No-
where else do representatives elected
byso many farmers meetasin ICA. My
vision says that this fact should be the
best basis for a long term farm policy
on global agro production.

Such a policy is needed to avoid un-
necessary distressamong farmers. Itis



needed to create understanding and
support from consumers. It is neces-
sary if you do not want to wait for
political decision about the heads of
rural population.

Let me nextsay a few words about the
financial co-operatives.

Insurance and banking are the most
trans-international of all co-operative
sectors. This isa result of the character
of the business but also of farsighted
leadership. (An exception when it
comes to the character is of course
offered by the credit unions which are
more closely connected with local life.)

In years to come | now expect the es-
tablishment of commercial umbrella
organisations like the Asian Co-op
Bank, The Allamerican Re-insurance
Co-operative as well as Eurowide In-
surance Co-operative with affiliated
daughters in Africa.

lam notsure where credit unions may
fitinbutWOCCU hasitsown plans for
a global commercial network.

Let me turn to housing next.

Decent shelter isa problem of money
oralack ofit. The problem ofa housing
co-operative is also one of education
and organising.

Great opportunities are evident in the
newly industrialised countries in Asia
aswellasincountries where state prop-
erty is being privatised. Our housing
committee has rightly arranged semi-
nars both in Latin America and Asia.

Tostart from scratch isoften necessary
but noteasy. The pioneers ofco-opera-
tive housing, wherever it exists and
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has succeeded, always enjoyed the
supportofothernational co-operatives.

In my vision all co-operators in every
country should form special alliances
to promote co-operative housing. Itis
the least trans-international oriented
of all our sectors - but if housing co-
operatives feel that the ICA can assist
as a global promoter they should tell
us now. I am sure we are ready.

When it then comes to our members
from the consumer co-operatives we
can all notice their fast expansion in
the Pacific Rim, north of the Mediter-
ranean and in some Latin American
countries. Growth seems to be limited
to their national economies.

Intheirtraditional stronghold in north-
ern Europe they have stagnated oreven
met with severe setbacks. Co-op Swit-
zerland has offered the last exception
so far, but a recovery could be on its
way. Norway offersoneexample, Den-
mark another.

In my vision of the future this sector
has to develop in two directions. Food
distribution remains the major task
because that iswhatall members need.
Here the road to success isone ofcom-
petitive prices, good quality and at-
tractive service. This takes big units
and internationalisation.

The non-food business on the other
sidetendstobecometransnational and
most countries, at least in Europe, are
too small to offer a satisfying market.

Democraticcontrol based on asuitable
decentralisation has to be looked for.
Co-operativeswhich do notbuild their
activities on active member participa-
tion will lose their character. They will



end up serving only the interests of the
staff and gradually be lost into bank-
ruptcy or stockmarket.

More could be said about the other
sectors, but | will now mention some
aspects on the continents focused in
our new structure.

Africa

Thereare more good co-operators than
co-operatives in Africa. For decades
progress has been poor. Good prom-
ises have been crushed.

The reasons are well known. Poverty
and its consequences, political insta-
bility, government interference have
contributed.

The problem is severe not only to the
Africans. Though outside Africa do-
nors understand that the continent
needs support, there is a growing re-
luctance to believe in co-operative so-
lutions.

An initiative to formulate and advo-
cate aspecificstrategy forco-operative
development in Africa is necessary. It
has to come from African colleagues
themselves. It has to be based on the
truth of pastexperiences. Ithas to bring
a message to us but also to the world
community.

In my vision the regional assembly of
Africa is well suited for such an initia-
tive. Other members as well as many
governmentswould be found support-
ive.

America

The first all American ICA meeting
brought a strong message. There were
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the voices of a leadership with new
continental attitudes. With increasing
political stability the growth of co-op-
eratives in Latin America hascertainly
started to move faster and faster. And
from the North spoke friends.

Ifonly the South could be a little more
interested inbusinessresultsand mem-
ber satisfaction than internal fighting,
if only the North could start from a
more caring point - the business re-
sults would come easier for all in the
next century.

Asia/Australia

As we know from the Congress last
year the Japanese movements are
strong and successful. Some of us also
learned at the Allasian meeting in
Beijing this spring that the huge Chi-
nese movement prepared itself for the
growing,still limited marketeconomy
in their country. We also know that
Indian co-operatives have made im-
portant contributions to a progressing
national economy. And in the newly
industrialised countries we follow with
interest the achievements made.

The rest of Asia looks east, also Aus-
tralia which has much to offer from
similarities to the North. 1believe this
is fundamentally good because there
ismuch co-operative strength in Asia -
know-how as well as money.

W hat will happen in areas stricken by
poverty, catastrophes and wars seems
more and more an Asian responsibil-
ity in co-operative affairs.

And now a word about the Muslim
dominated areas. Our contacts with
these countriesand theirco-operatives



have been difficult in spite of mutual
efforts. For that reason the outgoing
executive has decided to recommend
that the new Board accept an invita-
tionto hold their first meeting in Egypt.
The situation ofco-operatives in Mus-
lim countries can form an essential
part of its agenda.

Europe

Europeans have suddenly found that
they have less to be proud of than they
thought.

The enormous socioeconomic experi-
ment in Eastern and Central Europe
proved to be a disaster. At present its
most shameful consequences are per-
haps to be found in former Yugoslavia
with its ethnic madness.

At the same time West Europe has
entered a depressing type ofeconomy.
Thewelfare systemsare beingdisman-
tled step by step at a time when they
are needed perhaps more than ever.
Unemployment, the widening gap be-
tween rich and poor and immigration
waves have again proved how fragile
the balance between the good life and
the evil life is.

Intolerance, racism, violence, insecu-
rity have gained ground.

Co-operatives are in the midst of this
European turmoil. We know that we
have our first and only duty to our
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members - not to their money, but to
their needs as consumers or produc-
ers. And our business has to carry on
while unsuccessful competitors can
always sell out and move to places
where profit is safer.

Europe does notdiffer from the rest of
the ICA world.

Takeour farmersas producersand our
consumers as retailers. Their interests
around the pricetag are conflicting but
their wishes for a good life are the
same - peace, safe environment, hu-
man rightsare dear to all co-operators.

Our strength stems from awill towork
together - with respect for our neigh-
bours.

| have tried to present a co-operative
panorama. If you found it too long |
can only say itcould have been much
longer and it had a purpose. It was
indirectly a description ofthe ICA and
of our responsibilities.

What | want to make clear is that each
one of you - each one of us - has a
personal responsibility.

The change of structure and emphasis
on a sectorial collaboration which in-
volves all membersisastrong effort to
decentralise, and to make our interna-
tional collaboration notan annual event
buta partofour daily, ordinary work.
There is a job foreveryone of us.



Report by ICA Vice-President

for Africa

by Momodou M. Dibba*

The ICA Regional Consultation for
Africa took place in Abidjan, Republic
ofCé6ted'lvoire,the seatofthe Regional
Office for West Africa,on 25 May 1993.
Representatives from the two regional
councilexecutivecommittees, i.e. East,
Central and Southern Africa and the
West Africa region, were in attend-
ance.

The East, Central and Southern Africa
delegation was led by the Chairman of
the Regional Council, Bernard
Wolimba MP, from Uganda. Other
members of the committee came from
Zambia, Swaziland, Botswana, Kenya
and Zimbabwe. Egypt and Morocco
were not represented due to urgent
official engagements in the delegates’
home countries. The Regional Direc-
tor, Mr. Vincent Lubasi, and senior
staff members accompanied the visit-
ing delegation.

The host West Africa delegation was
led by myself, its current Chairman,
and other members of the Executive
Committee from Cote d'lvoire, Cape
Verde, Mali, Niger, Senegal, Burkina
Faso, Guinea Conakry and Ghana. The
Regional Director, Mr Kibora Ada
Souleymane, was also in attendance.

*Mr Dibba is ICA Vice-President for Africa and
Regional Chairman for West Africa.
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The regional consultation was also at-
tended by Mr Lars Marcus, the ICA
President; Mr Bruce Thordarson, its
Director General; Mrjan-Eiriklmbsen,
the ICA HRD Director; Mr Yves Regis,
President of CICOPA; and Mr Kjell
Eirik Nordlie, the Desk Officer of
Norcoop ofthe Royal Norwegian Soci-
ety for Rural Development.

The atmosphere of the consultation
meeting was very congenial, largely
thanks to the excellent preparatory
work of the two Regional Directors,
Messrs Kibora and Lubasi, and the
deliberations were centred on organi-
sational matters, the description of the
new ICA structure, analysis oftherules
and procedures for the ICA Regional
Assembly in 1994, and the nomination
of a candidate for the position of ICA
Vice-President for Africa.



After a thought-provoking introduc-
tory statement from the ICA President,
the ICA Director-General gave an in-
depth presentation on organisational
matters, description of the new ICA
structureand the Rulesand Procedures
for the Regional Assembly. Mr
Thordarson also touched on the new
decentralised structure for the Alliance,
thegoverning bodies, vis-a-vis the cen-
tral, sectoral and technical structures
and the basic objective of the Regional
Assembly to promote collaboration
between ICA memberorganisationsin
the Africa region and to provide a fo-
rum for the discussion of regional, as
well as global, issues regarding co-
operatives.

The meeting supported the view that
decentralisation isone ofthe bestmeans
of promoting participation in the new
ICA structure. Its benefits are that the
ICA Regional Offices in Africa can be-
come much closer to theirmember or-
ganisations, be more responsive to
national needs, and can make better
use of the available resources.

An important element recognised by
the meeting is the opportunity to cut
costs as a result of the decentralisation
process. Another favoured element is
thedecentralised investmentstrategies
that can increase economic participa-
tion, and the two regional offices have
alottolearnand share forthe benefitof
the member organisations.

According to the delegates, decentrali-
sation widens their choices, and par-
ticipation enables them to gain access
toamuch broaderrange ofopportuni-
ties.

16

The members of the new Regional As-
sembly for Africaare determined, more
than ever before, to encourage decen-
tralisation and participation when the
first Regional Assembly takes place in
Nairobi during the second halfof1994.

It was agreed during the consultation
that the model Rules and Procedures
be further reviewed prior to adoption
at the next Regional Assembly.

Regarding the position of Vice-Presi-
dent for Africa, the founding meeting
unanimously agreed on a nominee,
whose name will be placed before the
Regional Assembly for consideration
and approval.

In view of the size and complexity of
the continent of Africa, it was further
agreed thatasubstitute Vice-President
from the other sub-region be nomi-
nated, and it was proposed that the
Vice-Presidential position should al-
ternate between regions aftereach four-
year term.

It was further proposed that our vot-
ing procedure at the Regional Assem-
bly meetings be limited to one vote per
country and one per international
member organisation having fulfilled
its statutory obligations in the ICA.

It was agreed that the two existing
Regional Councils continue to exist to
serve the needs of their respective
member organisations.

Among other things, the Regional As-
sembly for Africa to be convened in
1994 shall discuss the implementation
of:



Regional Consultation Meeting in Abidjan, May 1993 - from left to right: Jan-Eiric Imbsen, Ada
Souleymane Kibora and Momodou Dibba.

the Regional Assembly work pro-
gramme;

the ICA development strategy and
action programme related to the
ICA policieson HRD and on women
in co-operative development;

the establishmentofasectoral com-
mittee to compliment the work of
the ICA specialised bodies;

economic reform programmes and
theextension of institutional capaci-
ties;
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- strategic planning, theenvironment
and exchange programmes; and

- other policy matters, as priority
needsexpressed by memberorgani-
sations.

The regional consultation meeting in
Abidjan augurs very well for the fu-
ture work of ICA in Africa, and shows
that there are now grounds for consid-
erable optimism.



Report by ICA Vice-President
for the Americas

by Roberto Rodrigues*

When we talk about the Americas we
are talking about a whole continent
stretching from Canada to Argentina,
from the South Pole to the North Pole,
which also includesthe Caribbean. We
are talking about 29 countries, with a
population of 700 million inhabitants.

But this enormous territory, the dis-
covery of which completed the orb of
the world, is also full of contrasts. For
example we have countries as small as
Barbados with 430 square kilometres,
compared with Canada which has
more than 9 million square kilometres
(i.e. 20,930 times larger than Barba-
dos). We have countries like Surinam
with 370,000 inhabitants in compari-
son with the United States with almost
250 million. We have Haiti with an
annual per capita income of 962 dol-
lars in comparison with 21,000 dollars
in the United States. And despiteall its
economic problems, thecontinent,and
in particular the eastern part of Latin
America, is a net exporter of capital.

Thereare countries inwhich up to 78%
of their exports go only to pay the
interest on foreign debt.

* Mr Rodrigues is ICA Vice-President and
Regional Chairman for the Americas.
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Nevertheless thisimmense region also
has something in common - there are
co-operatives inevery country. These
may not be members of the ICA, but
there are still co-operatives in every
country. The International Co-opera-
tive Alliance has a total of 35 member
organisations, many of which have
joined in the last three or four years.

Itis important to point out that a spe-
cial feature of our region is that co-
operative organisations for regional
integration have been in existence for
many years. Itshould notbe forgotten
that as an institution the ICA is very
much a newcomer to the American
continent (ROCAC 90, POBA 91,
RUGA 93). Theregional organisations
are examples of integration at conti-
nental or subregional level and have
played a critical part in the co-opera-



tivedevelopment of the region. These
includethe OCA,COLAC,COLACOT,
CCC-CA.

With this briefintroduction we would
like to establish quickly, from the point
of view of the Americas as a region,
what factors govern the work of the
ICA, and what paths we feel it can
follow effectively, as well as the the-
matic areas which it will have to con-
centrate on in the next few years.

This information is the product of the
consultation which we began at the
Tokyo congress during a special meet-
ing of the organisations of the Ameri-
can continent belonging to the ICA,
and which took formal shape at the
consultation meeting in Mexico last
December,which was attended by ICA
President, Lars Marcus, and which
continued in a series of information
exchanges with the management of
co-operatives at national and regional
level.

We feel that the factors governing the
work of the ICA in the Americas re-
gion is primarily the north-south rela-
tionship which has marked the devel-
opmentoftheentirecontinent, through
an extensive history of meetings and
encounters. What it is important to
mention now is that given the condi-
tions set by co-operative life we have
achieved a north-south link which en-
courages the aims of co-operative de-
velopment. A second factor which
must be considered is the size of the
continent, which makes itessential that
weconsiderwork atasubregional level
and the special features of each
subregion. The third factor is recog-
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nising that the Co-operative Alliance
is a newcomer to the region, having
been present in the American conti-
nent as an institution for three years,
and musttherefore find a niche within
the wide spectrum of co-operative de-
velopment, taking into account the
work carried out by the existing re-
gional organisations. Finally, it is a
regrettable fact, although it has been
commented on here indifferent places,
and we have recognised it for some
years, thattheco-operative movements
in general are facing a crisis due to the
drastic changes in their economic, po-
litical and social environments. These
four factors are something which we
will have to consider in the coming
decade.

This means that the structures of the
network, i.e. the regional assembly,
the regional offices and the specialised
bodies, will have to be maximised po-
litically, technically and sectorally.

In all the work which is to be done it
should be recognised that co-opera-
tive integration takes place through
economic integration and that co-op-
erative development implies the com-
mercial development of our organisa-
tions. By this | mean to say that we
cannot generate models which are de-
pendent on government structures or
other sources in the work of the ICA
without generating a capacity within
the movement to develop itself in a
sustainable fashion.

This is what the co-operatives in the
continent are saying, and this brings
us to the fact that the work of the ICA
in the continent should be based on



three guidelines, the first concerning
all things relating to co-operative prin-
ciples and values and the need to dis-
seminate, support and interpret these
and adapt them to our own reality.
The second concerns the need to ad-
just the commercial profile of co-op-
eratives to the changes in the environ-
ment, carrying through all the recon-
version processes which are necessary
to ensure competitiveness in the envi-
ronment surrounding them, and in-
cluding those binding and technologi-
cal factors which can be obtained from
the ICA's own network.

The third fundamental factor is the
promotion and development of trade
as an essential means of achieving the
consolidation of a concept of sustain-
able co-operative growth. Withoutan
aggressive strategy forco-operative re-
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conversion to gain a foothold in the
markets, co-operatives will have few
possibilities for continuing to serve
their members in their own societies.

With the Tokyo Agreements and the
new structure, it will be possible to do
this ifwedo itjointly with the regional
co-operative organisations, with direct
action by ICA staff in the regions, with
the active involvement of all the or-
ganisations which are members of the
ICA in America. Additionally, we are
now encouraging action by various
specialised committees.

My co-operative friends, we are suc-
ceeding in the Americas regionand we
feel optimistic.

The next regional assembly will take
place in Brazil in November 1994.



Report by ICA Vice-President
for Asia and the Pacific

by Mitsugu Horiuchi*

The Asia and Pacific Region used to
consist of 53 member organisations
from 18 countries, with Iran as its fur-
thest flung member country. Follow-
ing the restructuring, we have new
member countries: Iraq, Israel,Jordan,
Kazakhstan, Kuwait, Turkmenistan
and Uzbekistan.

As aresult, our Region has become an
extensive one ranging from Fiji, which
is on the 180th degree of East-longi-
tude, to Israel inthe Middle Easton the
35th degree. The Region now repre-
sents 63 organisations from 25 coun-
tries which embrace, it is estimated,
some 450 million individual members.

Under the new structure, a regional
consultation was held on 21 - 22 April,
1993 at Beijing, China with some 80
delegates and observers from 16 coun-
tries attending. The meeting was also
attended by President Marcus and Mr.
Thordarson, the Director General. We
had a very good discussion under the
ablechairmanshipofMr.YangDeshou,
of the All-China Federation of Supply
and Marketing Co-operatives, elected
unanimously to the chair.

* Mr Horiuchi is Senior Advisor of Ja-Zenchu
and ICA Vice-President for Asiaand the Pacific
Region.
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The three main items on the agenda
were:

1. The draft rules of the Regional As-

sembly

2. Future status of the Regional Coun-
cil and

3. Our regional nomination for ICA

Vice-President.

The meeting adopted the Regional
Assembly Rules, broadly along the
lines suggested by ICA Headquarters,
but with some amendments. In this
connection, it was agreed that the first
meeting of the Assembly would be
held in September/October, 1994. On
behalf of his organisation, Mr.
Vishwanathan, President of the Na-
tional Co-operative Union of India,
kindly offered to host the meeting. It
was also decided that, in future, a Reg-



istration Fee of US$ 100 would be
charged to members and observers at-
tending the Regional Assembly meet-
ings so that these would be self-financ-
ing.

As to the future status of the Regional
Council, taking account that the Re-
gional Assembly is newly formed, it
was agreed that the Council, so far
represented by two delegates from each
country, would be replaced by an Ex-
ecutive Council consisting of one del-
egate from each oftheregion's25coun-
tries.

For the regional nomination to ICA
Vice-president, Ilwas greatly honoured
to assume the role.

The regional consultation was fortu-
nate to welcome Professor lan Mac-
Pherson, coordinator of the project on
Co-operative Principles,who made an
introductory presentation on the sub-
ject.

He took note of the Asia and Pacific
Region's diversity in terms of people,
culture and co-operatives, and of the
dynamic growth within it, and ex-
pressed his hope that we would ac-
tively participate in the review of Prin-
ciples and formation of the Charter for
the 21st century.

Professor MacPherson challenged our
region with five issues including:

How we inour region, with a large
rural population, will cope with
rural domination by multi-nation-
als,and how co-operatives will take
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initiatives in ensuring adequate
food production during the next
century, as this will be one of the
most pressing problems.

How the co-operatives will relate
themselves to the creation of job
opportunities, and of better living
conditions in heavily populated cit-
ies.

What role co-operatives have in
harmonisingeconomicgrowth and
environmental problems.

How the relationship between co-
operatives and the Government
should beconsidered in the context
of developing countries.

Incidentally, we, in the Asia and
Pacific Region, have had ajointCo-
operative Ministers'and Tope Lead-
ers' Conference to discuss this mat-
ter, and we will continue to exam-
ine the subject more deeply in fu-
ture.

Finally, we were challenged with
the question of how to strengthen
co-operation between co-opera-
tives; our hostchairman, Mr. Yang
Deshou of China also stressed the
urgencyofpromotingeconomiccol-
laboration between co-operatives.

Under the new ICA structure, we, in
the Asia and Pacific Region, will cer-
tainly make efforts to offer useful con-
tributions to the discussion on Princi-
plesand Prospects, and hope tobeable
tocontribute to the world co-operative
movement of the 21st century follow-
ing the paths along which the forth-
coming Charter will guide us.



Report by ICA Vice-President

for Europe

by Graham Melmoth*

Since the ICA Congress in Tokyo good
progress hasbeen made in laying down
the foundations fora European Region
of the ICA. Our situation differs from
that of other Regions in that our task
has been to find the space to build our
structure amongstthe many cathedrals
of pan-European co-operation which
have been well-established for many
decades, not least in the heartland of
the EC: Brussels.

Thus,when 125 representatives of ICA
members in Europe met there on 5
May 1993, none of us was sure that we
could identify a consensus on struc-
tures, on a work programme or even
onaVice-Presidential nominee. Apart
from our ICA membership, those
present also represented other inter-
ests such as the Comite de Co-ordina-
tion des Associations de Cooperatives
de la Communaute Europeenne
(CCACC); national intersectoral fed-
erations such as CONFCO-OPERA-
TIVE of Italy and FEBECOOP of Bel-
gium; members in Eastern Europe en-
gaged in the Network, not least mem-
bers from the CIS, and also mature
consumer co-operative movements

* Mr Melmoth is Secretary of the Co-operative
WholesaleSociety. Heisalso ICA Vice-President
and Regional Chairman for Europe.
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from, for example, Scandinavia and
my own country, the UK. It was, |
think, a tribute to the willingness ofthe
European membership to co-operate
that, as | said at the time, we avoided
World War 111!

There was general recognition of the
all-important need to be flexible, par-
ticularly at the beginning, and of the
fact that it was more important to de-
fine a role than to create rigid struc-
tures. It followed likewise that, in the
beginning, ICA Europe would beserv-
iced from Head Office in Geneva and
would not open a separate regional
headquarters in Brussels or elsewhere
in Europe. We do need to remember
that Europe's boundaries extend very
much further than the frontiers of the
twelve EC member states. However,
we all recognise that what may make



sense today for ICA Europe inembryo
may be different in two or three years'
time, when a place in Brussels along-
side the CCACC membership may
make sense. Such matters, however,
should be the democratic decisions of
a European Regional Assembly or
elected European Advisory Commit-
tee in the future.

On 2June, 1993, Arsenio Invernizzi (of
the ICA Secretariat) and I met with the
Secretaries General of the nine mem-
ber-organisations of the CCACC and
also consulted with theSecretary-Gen-
eral of FEBECOOP in Belgium. The
objective of the meeting was to pre-
pare the way fora more broadly-based
meeting to include ICA Board mem-
bersand East-European members and
the intersectoral federations. This
meeting would:

1. draw up thebasisofan initial work
programme for the region;

2. agree upon the structure of an ad-
visory committee; and

3. set the time and place for the Re-
gional Assembly. The Secretaries-
General were all positive, support-
ive and helpful, although not nec-
essarily unanimous.

This third consultative meeting was
held on 8 July 1993, under my chair-
manship, in the office of COGECA in
Brussels. The decisions of that meet-
ing, briefly, were as follows:

a) To establish a European Advisory
Committee to prepare for the first
Regional Assembly and to oversee
the work programme. The com-
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b)

c)

d)

mittee was to have around 15 mem-
bers, consisting of:

Representatives of the Sector Asso-
ciations in membership of the
CCACC;

ICA Board members from Europe;

Representatives from the ECEC
Network and from the CIS; and

Representatives from the Italian and
Belgian intersectoral organisations.

To set up two working groups to
report, on an interim basis, to the
1994 Regional Assembly and, de-
finitively, to the 1995 Centennial
Congress in Manchester. The first
group will consider external con-
cerns, such as promoting the co-
operativeimage and systems within
Europe, and other problems lend-
ing themselves to a co-operative
solution. The second group will
devote itself to internal concerns,
the chiefofwhich will be the devel-
opment of co-operative principles
and values and the charter. But, in
addition, this group will consider
the East/West European dialogue
and also corporate governance.

That the first Regional Assembly
will take place, with the kind per-
mission of the Co-operative move-
ment of the Czech Republic, in
Prague on 27 and October 1994.

That the ICA would have a pres-
ence at, and | would address, the
4th European Conference on the
Social Economy in Brussels from 8
- 10 November 1993. It was also
intended that the first meeting of
the European Advisory Commit-
tee of the ICA Region should take
place at this time.



In conclusion, | can say that, for a re-
gion which wishes to keep itsstructure
light and tight, there is much to be
done. Nomemberin Europe need feel
that its contribution to developing the
ICA's role in Europe would be unwel-
come. We have established the frame-
work. The Advisory Committee and
the Working Groups now need to be

setupand gettowork so that, in Prague
in October 1994, we may collectively
look at how successfully we have be-
gun the beginning, how effective and
focused is the work programme, and
what changes we should democrati-
cally make to ensure that we are prop-
erly reflecting the needs of ICA mem-
bers in Europe as a whole.

Lars Marcus consults with three of thefour ICA Vice-Presidents.
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Director-General's Report to
the General Assembly

As members will recall from lastyear's
discussions in Tokyo, the new ICA
structure is composed of three basic
parts— the Governing Bodies or con-
trol structure; the Specialised Bodies
or sectoral structure; and the head of-
fice and regional offices, or the techni-
cal structure.

Thismorning we heard about the work
of the Governing Bodies. On Friday
morning the Specialised Bodies will
report. This afternoon it is the turn of
the technical side of the organisation.
As more and more of the work of ICA
isbeing done on a decentralised basis,
| have also asked our Regional Direc-
tors to participate in this presentation.
Finally, there will be more detailed
reports about three special activities
which have occurred this year—yes-
terday's DevelopmentForum, the May
Environment Conference, and the im-
plementation of the ICA's new gender
policy.

When the ICA Congress was held last
year in Tokyo, the ICA had members
from 82 countries. Today thatnumber
stands at 103. This change results in
part from the creation of new coun-
tries, as could be expected, but also
from a harmonisation of membership
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between the overall ICA structure and
its regional offices. Just yesterday, for
example, the ICA Board admitted into
membership six African countries
which had previously been collaborat-
ing only with the regional offices, plus
one new member country from Latin
America, two from Asia, and two from
the former USSR. While some impor-
tant gaps in our membership remain, I
think one can safely say that the ICA is
becoming a more truly universal or-
ganisation than in the past.

However, as our numbers grow, it be-
comes equally apparent that a small
office of 12 staff people in Geneva can-
not possibly meet anywhere near all
the needs of this diverse membership.
The only realistic solution is decen-
tralisation—both sectoral and geo-
graphic—so that more resources can



befound and used. Oneexample isthe
ICA development programme, on
which is spent approximately 25 per-
cent of the ICA subscription income.
But from this relatively small base, itis
possible to provide a regional struc-
ture thatattracts fundingsupportfrom
development agencies and member
organisations, and thereby provides
moreservicesto ICAmembersthrough
the efforts of some additional 50 staff
members in the regions. You will hear
more about this work from the Re-
gional Directors in a few minutes.

Similarly, the Specialised Bodies are in
almost all cases strengthening their
own structures and capacities,and also
making an important contribution to
overall ICA objectives. For example,
most are participating actively in the
review of the co-operative principles
and inresearching specificissues, such
as capitalisation of co-operatives.
Many are also working closely with
the Regional Offices in development
activities. Tomorrow's agenda of case
studies has been prepared largely
through their suggestions and advice.
Therefore, even ifthe ICA cannot pro-
vide secretarial services for them, |
think there are encouraging signs that
this policy-level collaboration is prov-
ing tobe mutually very beneficial. The
factthat 12 of the 14 Specialised Bodies
are holding various meetings here in
Geneva this week demonstrates, | be-
lieve, the utility of this continued close
contact.

The ICA head office, therefore, contin-
ues to place itsown emphasis in three
main areas— policy, information, and
development coordination.
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During the last year there have been
several positive developments on the
policy front. In Eastern and Central
Europe, for example, the ICA's repre-
sentations have been credited with in-
fluencing government policy in a
numberofcountries— mostrecently in
Poland, where President Walesa de-
clined to sign a co-operative law that
would have actually increased gov-
ernmental control over the co-opera-
tive movement. In Asia and Africa
there is no doubt that the efforts of the
regional offices have made a signifi-
cant contribution to improvements in
co-operative legislation in several
countries.

The UN system is also playing an in-
creasingly helpful role towards co-op-
eratives. The positive 1992 report of
the Secretary-General and the resolu-
tion of the General Assembly have re-
sulted in extensive policy guidelines
being sent from the UN to every one of
its member national governments. In
at least some cases there will no doubt
be a beneficial effect on governments'
understanding of co-operatives. And
we naturally hope that the decision to
establish an official UN Day of Co-
operatives in 1995 can be used to gen-
erate helpful publicity for ICA mem-
bers.

The role which co-operatives can play
in majorissues of the day such as envi-
ronmentand sustainable development
is also being increasingly recognised.
ICA has been asked to act in an advi-
sory capacity to the Society for Interna-
tional Development, an internation-
ally-respected policy body, and to the
1994 Global Forum in Manchester,



which will continue the public
sensitisation work begun in 1992 in
Rio de Janiero. Our objective in all
these efforts is, naturally, to demon-
strate how co-operatives are a busi-
ness with a social conscience. Raija
Itkonen will have more to say about
this important issue later this after-
noon.

Even the World Bank, which for years
has been unwilling to develop a spe-
cific policy for co-operatives, isshow-
ing signs of change. A recent working
paper produced by its African sec-
tion—with considerable input from
ICA and other co-operative organisa-
tions—could be the basis for a better
understanding of co-operative devel-
opment throughout the Bank. Similar
effortsare underway within the Bank's
division for Eastern and Central Eu-
rope— thistime led by the efforts ofthe
ECEC Network, with support from
ICA.

It is clear that one of the priorities for
the future will be to make better use of
this kind of mutual effort by like-
minded bodies. During the last year
the ICA has developed closer links
than ever before with such organisa-
tionsas the International Federation of
Agricultural Producers, the Interna-
tional Raiffeisen Union, and the mem-
bers of the Committee of Co-operative
Associations of the European Com-
munity. During a time when the con-
cept of co-operative activity seems
somewhatoutoffashioninmany parts
of the world, it is more necessary than
ever for all the advocates of co-opera-
tive enterprise to work together. One
immediate benefit will be savings in
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time and effort for the members of all
these organisations. The ICA Special-
ised Bodiesalso have a key role to play
in this search for more joint activity.

When one thinks of policy one natu-
rally thinks also of research. Here the
ICA is concentrating its own global
efforts on one supremely important
topic—the review of the co-operative
principles, about which we will hear
more on Friday morning from lan
MacPherson. Much importantresearch
work isalsodone by otherbodies, such
as CIRIEC, with which ICA is estab-
lishing closer relations as part of its
new European work programme. At
the regional level, practical research
activities are part of the activities of
many of the ICA regional offices.

Along with policy and development,
information is the third major area of
ICA activity. The current effort to col-
lectand diffuse information about ICA
members—through the News, Review,
Directory, special reports, statistics,
data bank, and regional publications—
constitutes a major effort which re-
quires a large amount of staff time. As
indicated in the Annual Report, efforts
are underway to determine whether
collaboration with other organisations
and news agencies might enable ICA
to spread the co-operative message
moreextensively beyond itsown mem-
bership than isnow possible. Thework
of the European Region, and the plans
for the ICA Centennial, can both be
expected to contribute towards this
important but difficult objective.

Regarding the ICA's plans for 1995,
more detailed information will be pro-



vided on Friday, when Graham
Melmoth reports on the work of the
British organisingcommittee and Mary
Treacy distributes the ICA's first cen-
tennial news letter. In short, a variety
of related seminars, publications, pro-
motional materials, and special events
are being planned to focus member
and public attention on the co-opera-
tive movement. The ultimate success
of the year, however, will depend on
the extent to which member organisa-
tions decide to, and are able to, use it
for their own benefit.

Good entente leads to positive co-operative results!
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In conclusion, Mr. Chairman, | would
like to pay tribute not only to the ICA
staffat head office and regional offices
(as | have already done in the Annual
Report) but also to the members of the
Board, and particularly those whose
terms are ending with this meeting.
All six have made a particularly im-
portant contribution to ICA during
these recent years, and | would like
them to know how much their efforts
have been appreciated by me and by
other staff members.



Report from ROAP

by G. K. Sharma*

The ICA Regional Office for Asia and
the Pacific (ROAP) was established in
1960. Afterrestructuring itnow repre-
sents 62 national co-operative organi-
sations from 25 countries in the region,
and one regional organisation. There
are more than 450 million individual
members in the region: about 63% of
the ICA's total individual membership.
Theregion includesindustrialised, rap-
idly-growing and also least-developed
countries.

The responsibilities and functions of
ROAP include co-ordination ofco-op-
erative development, promotion of
exchanges of personnel and experi-
ences; project identification, formula-
tion, monitoring and evaluation; as-
sisting with the establishment and
strengthening of national co-operative
organisations; and the organisation of
seminars, conferences, meetings etc.
on specific subjects. In addition to its
Regional Assembly and Executive
Council consistingofonedelegate from
each country, it has six Specialised
Committees,one foreach development
project, consisting of professionals
from memberorganisationswho guide
and support the ROAP and its devel-
opment activities.

* Mr Sharma is Regional Director for the ICA
Office for Asia and the Pacific in New Delhi.
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Keeping inview the ICA Policy forCo-
operative Development, the develop-
ment objectives of ROAP are:

i the building of democratic, eco-
nomically viable co-operative or-
ganisations which are capable of
serving their members efficiently;

influencing co-operative laws and
Governments' co-operative policies
to promote genuine co-operative
development based on Co-opera-
tive Principles;

ili developing a well-coordinated, in-
tegrated co-operative structure in
order to enhance the economic ca-
pacity of the co-operative move-
ment;

promoting regional collaboration
for the exchange of technical infor-



mation, know-how and innovations
and to increase international co-
operative trade; and

genderintegrationtoensureamore
representative participationinman-
agement by co-operatives' users
and beneficiaries.

These objectives are carried out
through six development projects
namely:

- the Development Co-ordination
Unit,

- the Agricultural Co-operative De-
velopment Project,

- theConsumer Co-operative Devel-
opment Project,

- the Human Resources Develop-
ment Project,

- the Project for Strengthening the
Management of Agricultural Co-
operatives in Asia,

- Women's Participation in Co-op-
eratives.

These projects are managed by a team
of international experts. Recent addi-
tions to the team include Mr. Malte
Jonsson from the Swedish Co-opera-
tive Centre (SCO, who takesover from
Mr. Karl Fogelstrom, Mr. Robby Tulus
from the Canadian Co-operative As-
sociation and Ms. Uma Mukherjee from
the National Co-operative Union of
India (NCUI).

The major development partners con-
tributing to the above projects are the
SCC; the Canadian Co-operative As-
sociation (CCA); and theJapanese Min-
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istry of Agriculture, Fisheriesand For-
estry (MAFF), the Central Union of
Agricultural Co-operatives (JA-
ZENCHU) and Consumers Co-opera-
tive Union (JCCU). The JCCU is cur-
rently financing a Woman Officer and
has also agreed to second a Woman
Official from 1994. The above devel-
opment partners provide about two-
thirdsofthe ROAP's funding, member
organisations provide the remaining
third of the resources needed to imple-
ment its development activities.

One encouraging feature is that, in
addition to financial support, member
organisations are increasingly partici-
pating in and financially supporting
workshops on subjects of regional in-
terest. They meet the cost of hosting
the workshops, including board and
lodging, transport etc. Countries al-
ready participating in these pro-
grammes include Australia, China,
India, Japan, South Korea and Singa-
pore.

Another major achievement in the re-
cent years as a result of the ICA's ef-
forts has been in the changes in the co-
operative laws of many Asian coun-
tries. Restrictive provisions have been
removed and Governments increas-
ingly recognise that co-operative self-
managementisbest, Governments' role
being that of watchdog rather than of
controlling or managing agency.

Furtherareas where specific effortsare
being initiated are the strengthening
of Data Bankscontaining basic data on
co-operatives in the region, co-opera-
tives and environment, gender inte-
gration, the development of medical,



university and school co-operatives,
and of artisans' and workers' co-op-
eratives through CICOPA and the es-
tablishment of non-traditional co-op-
eratives.

Inbrief, the future priority ofthe ROAP
is to enhance the democratic base of
the co-operative movement through

increased member participation, to
improve the professional and techni-
cal competence of management, to
strengthen healthy and constructive
Government-movement relations and
to enhance collaboration between co-
operative organisations atdifferentlev-
els, in both formal and non-formal sec-
tors.

Report from ROWA

by Ada Souleymane Kibora*

The Situation in West Africa
The countries of West Africa are, like
the rest of the continent, experiencing
or suffering two great and unprec-
edented phenomena: the political and
economicchangesand deep crises that
have been shaking West Africa forsev-
eral years.

Politically speaking, the situation in
West Africa is affected by the process
of democracy. The western type of
democracy isa new concept for Africa
and itinvolvesnew kindsofbehaviour
for the man in the street and for politi-
cal leaders. Open discussion, freedom

* Mr Kibora is Regional Director for the ICA
Office for West Africa, in Abidjan, Cote d’lvoire.
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of expression and even the vote itself -
all these require a culture and know-
ledge that is new. The existence of
democratic institutions (political par-
ties, parliaments) or legal structures
(constitutions) does not necessarily
mean that there is "Democracy"; legal
texts and institutions are, as the saying



goes, only worth the people appointed
to govern them or to enforce them.

It is at this level that training, educa-
tion and learning, be it civic or demo-
cratic, is most important. Co-opera-
tives, with their co-operative values
and principles, are invaluable schools
for the learning and practice of demo-
cracy.

Political change is directly related to
sociological conditions, to pre- and
post- independence history, to the per-
sonalities of leading political figures
and to what is at stake in each country.
Examples of this include Cape Verde,
Benin, Senegal, Togo, Ghana and Ni-
geria.

Such political change gives co-opera-
tives more freedom and autonomy as
they are no longer curbed by single
parties or governments. There issome
concern however, that,on theone hand,
the conquest and preservation of po-
litical power will have exclusive prior-
ity over development targets and, on
the other hand, thatco-operatives and
other self-promoting associations will
not be considered worthy of invest-
ment by the various political forces in
operation. These organisations are, at
present, the only bodies which are ca-
pable of stimulating, representing and
defending the interests of the peasant
worker. They are dormant political
forces of considerable strength.

The situation in West Africa is also
characterised by the implementation
ofeconomic stimulation, privatisation
and structural adjustment pro-
grammes. These programmes include
the following:
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a reduction in operating costs and
wages paid by the State so that
budget deficits can be reduced. In
several countries, the number of
stateemployeeswith co-operatives
has been reduced, and there are
now none at all in some countries
such as Senegal. These state em-
ployees had been responsible for
the training, education and techni-
cal expertise of co-operatives. Gen-
erally speaking, no measures have
been envisaged to help co-opera-
tives take on these new functions
themselves;

a reduction in social investment,
resulting insomeco-operativesand
groups investing a part of their in-
come inbuilding schoolsand health
centres rather than strengthening
their own financial positions;

an upturninreceipts,oran increase
in fiscal income and taxes. Such
fiscal measures resultin highercon-
sumer prices and higher factors of
production making co-operatives
less competitive in both domestic
and international markets;

repeated devaluation of non-con-
vertible currency which results in
less stable saving and which weak-
ens credit and savings co-opera-
tives;

the withdrawal of the State from
manufacturing sectors and the pri-
vatisation of national economies.
Insomecountries, State withdrawal
and privatisation have led to ’laissez
faire" situationsand unfaircompe-
tition which create an environment
unfavourable to the development
of co-operatives.



All these changes can be seen as both
causes and effectsofadeep crisiswithin
the economic, human, legal, political
and social order.

Co-operatives, budding co-operatives
and village groups are also affected by
thiscrisisinterms oftheir dual rolesas
economic and social organisations.

The processofpoliticaldemocracy and
economic freedom in West Africa is
creatinga new environmentand offers
new opportunities forthedevelopment
of co-operatives in the region.

The new conditionsapply toco-opera-
tivesjustas much as to private national
and international companies.

Consequently, co-operatives are fac-
ing increasingly strong and varied eco-
nomic competition and this demands
creativity, flexibility and efficiency.

As far as co-operatives are concerned,
a change in the concept of "co-opera-
tive" isneeded, withan improved man-
agement and structure accompanied
by increased technical competence and
efficiency. It is for this reason that Af-
rican co-operatives find the research
conducted by and the presentations
given by Mr Ake Book and Mr
MacPherson on The Co-operative
Charter and Principles so applicable.

Co-operatives, budding co-operatives
and sub-regional groupscan no longer
limit themselves to addressing prob-
lems on a daily basis. They must look
to the future and plan for the future.
Otherwise they risk being overtaken
by events and may even cease to exist.
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W hat strategies, what meansand what
kind of institutional help can be given
to these co-operatives and groups?
Ninety percent arecomposed ofsmall-
time peasant workers, women, crafts-
men and savers. Often they cannot
read or write? They have not enough
money to compete against companies
or individuals richer and more experi-
enced in business than themselves.

These are the problems and questions
that this Office is trying to help the co-
operatives address through its pro-
grammes.

Priorities and Activities
Founded in 1981 at Abidjan, the
ICAROWA (International Co-opera-
tive Alliance Regional Office for West
Africa) seesitselfasa loosely-knitstruc-
ture representing ICAROWA General
Management and co-operative move-
ments in the region. It concentrates on
assisting and stimulating the develop-
mentofco-operativesand self-promot-
ing organisations in West Africa.

It is open to membership of "ridge"
and regional organisations within the
sixteen French, English and Portu-
guese-speaking countries of the Re-
gion.

The official agents of the ICAROWA
have identified priorities which have
resulted in a Five-Year Plan and in
development programmes for coun-
tries. The programmes are imple-
mented by and on the request of or-
ganisations and countries.

The priorities identified are as follows:



Firstly, to clarify and to improve rela-
tionships between governments and
national movements by using co-op-
erative legislation as a means of com-
municating.

Legislation is examined by technical
experts and by co-operative members
for both theoretical and legal content
as well as practical application. The
information resulting from this dou-
ble analysis technique means that in-
formation and awareness campaigns
and/or legislative amendment proce-
dures can be undertaken as necessary.

Since 1990, Cape Verde has benefited
from a programme of research and
amendment to itsco-operative legisla-
tion so thatitcan adjust to political and
economic changes in the country. Two
bilingual regional workshopswerealso
organised in 1991 and in 1992. The
purpose of these was firstly to com-
pare and analyse co-operative legisla-
tion in West Africa and secondly to
considerand identify principles, meth-
odsand action plansforthe legal frame-
work of co-operatives in the new eco-
nomic climate to be amended in line
with a participative approach.

Since May of this year, our Office has
been supporting two programmes in
Mali and in Niger. The aim has been
that of helping our member organisa-
tions to analyse their political and le-
gal environments in order to put for-
ward proposals to the governments
concerned.

Secondly, tosupport, through research,
awareness seminars, training and
study trips, the birth of new co-opera-
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tive ridge organisations in countries
where they are needed and where a
favourable environment and institu-
tional potential exist.

The National Federation ofCape Verde
Consumer Co-operatives (Federation
Nationale des Cooperatives de
Consommation du Cape Vert, FENA-
COOP) and the Regional Unions of
Co-operative Enterprises in the cotton,
coffee and cocoa sectors of the Ivory
Coast, newly created with support
from BRAO, are concrete examples of
this priority being put to work.
FENACOORP is already supplying the
shops ofitsmember organisationsand
around 30% of the total population of
Cape Verdeisbenefiting from the serv-
ices of FENACOOP and its network.

On the Ivory Coast, the two Regional
Unions are acting as true voices of the
people,entering into negotiations with
public bodies and private companies
about supplying factors of production
and marketing cotton, coffee and co-
coa.

Thirdly, to help consolidate and sup-
port the autonomy of co-operative
ridge organisations which are already
in existence by the development of
human resources.

The National Union of Agricultural
Co-operatives in Senegal (L'Union
Nationale des Cooperatives Agricoles
du Senegal, UNCAS), The Co-opera-
tive Federation of Nigeria (CFN) and
the National Co-operative Congress of
Sierra Leone (NCCSL) have taken ad-
vantage of help in 1990, 1991 and in
1992 for the development of their hu-



man resources. Forexample, the train-
ing programme for agents and execu-
tives of UNCAS has had a positive
effect on the end-of-year trading re-
sults. The wastage rate of peanuts
marketed fell from 1.3% to 0.3% and
thisinturn led to an increase in rebates
allocated to groups atgrass-roots level
as well as an increase in income for co-
operative members.

The ICAROWA, the DSE in Germany
and the ENEA in Dakar have been
working together since 1989 on the
training of technical staff in co-opera-
tives, in ONG support groups and in
state offices with regard to a method-
ology for Co-operative Management
of Small Agricultural Farmers
(GACOPEA). Sixty or so people have
already been trained during the four-
month sessions at ENEA in Dakar. In
1992, one hundred co-operative lead-
ersand three hundred individual mem-
bers benefited from the human re-
sources development programme.

Fourthly, to stimulate the participa-
tion of women in the co-operative de-
velopment process by the financing of
training and income-generating mini-
investments specific to women.

The Female Village Groups (GVF) of
Kamuyu (Sierra Leone), Tanlili
(Burkina Faso), Kabala (Mali) and
Baekori (Niger) have undergone train-
ing and received equipment for mini-
investmentssupported by ICAROWA.

The GVF of Tanlili, for example, was
equipped withagrain mill. Thisequip-
ment not only reduced the work load
of the women, it also meant that, be-
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cause of good management and the
training they received, they were able
to save a considerable sum of money.
These savings were deposited at the
bank, the Caisse Populaire de Cissin,
and permitted the femaleco-operative
members to take out individual loans
for their small business. Furthermore,
these female co-operative members
were able to use money earned from
the grain mill tocontribute to the build-
ing of a school and a primary health-
care centre, in collaboration with the
male group. The women are therefore
strengthening their role in the promo-
tion of co-operatives and also in the
economic development of their envi-
ronment.

In 1992, one hundred and fifty women
co-operative memberstook partinsev-
eral training sessions on mini-project
management and community devel-
opment.

Fifthly, to supportactivitiesencourag-
ing the collection, management and
circulation of information and people
through exchangesand inter-co-opera-
tive experiences. In order to do this,
the ICAROWA has been editing and
distributing a bilingual regional bulle-
tin for several years, called "INFO
COOP".

In 1991, work on a regional database
commenced.The database hastwosec-
tions: it processes data on people and
legal entities who can act as consult-
antson any problems or requirements
connected with the development of
co-operativesand italso processes sta-
tistical data on the situation of co-op-
eratives in West Africa.



Workshops and Seminars
Every year, the ICAROWA organise
several regional workshops and semi-
nars, in addition to study trips and
inter-co-operative exchanges.

In 1992, about one hundred co-opera-
tivemembersand employees took part
in five regional seminars and work-
shops on management, co-operative
education and the liberation of finance.

On 25 May 1993, the Constitutive Meet-
ing of the Regional Assembly of the
ICA for Africa took place in Abidjan.
Lars Marcus and Bruce Thordarson,
Presidentand Director-General of ICA
respectively, were also present.

This meeting was followed by a semi-
nar for the analysis and debate of co-
operative principles for entry into the
21stcentury. The seminar was chaired
by Mr MacPherson ofthe University of
Victoria in Canada who isalso an ICA
consultant. The meeting and seminar
were also attended by around fifty
delegates from co-operative move-
ments and training centres in West
Africa, East Africa and the southern
hemisphere.

Future Priorities

Future programmes of the Office will
aim to assist co-operative movements
to formulate new strategiesand priori-
ties and to acquire innovative tools to
enable them to achieve the following:

- to orientate themselves as private
economic enterprises in the service
of their members;
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- to take part in defining a political,
institutional and legal environment
favourable to their development.

Future priorities will revolve around
the following central themes:

Accountancy

The Office should assist member co-
operatives to acquire an accountancy
system and service which is suited to
their needs and to their financial and
human resources.

The accountancy service could be of-
fered, againstpayment, either through
existing unions or through an inde-
pendent and loosely-structured body
belonging to several primary co-op-
eratives. This approach would have
the advantage of reconciling the high
costs of expertise with the low avail-
ability of finance in the co-operatives.

Computerisation

The co-operative movements of the
region are faced with a need to address
the shortage of reliable information,
for statistical, accounting or manage-
rial purposes, and of how to process
that data using computers. Conse-
quently, the Office should assist co-
operative movements thatwish tocom-
puterise gradually, taking intoaccount
their needs and their financial and
human resources.

Auditing

In spite of the dictates of co-operative
legislation, monitoring practices and
audits are seldom practised. Follow-
ing on from Accountancy, the Office
should help memberunionstoacquire



an auditing service. Thisservice should
help members of primary co-opera-
tives to monitor the management of
their organisations. Where unions do
not exist, several co-operatives could
group together to acquire a paid serv-
ice of joint and independent auditing.

The Co-op Development Fund
Co-operativesinsub-regions have less
and less access to bank credit for a
variety of reasons. One of the greatest
challenges for the co-operative move-
ment in the years to come will be that
of finance. During the year 1992, an
assessment was ordered by NRD/
NORCOOP of Norway, on projects for
institutional support and human re-
sources inco-operatives. According to
thisassessment, exceptional measures
have to be taken to ensure future fi-
nancing of the co-operative sector in
the region if such organisations are to
survive in the new economic and po-
litical climate.

The assessment also recommends the
creation of a Regional Co-operative
Development Fund undertheauspices
of the Office. This fund would be man-
aged on acommercial basisand moni-
tored by sponsors and co-operative
beneficiaries.

Financing from the Fund would be
carried out through the unions, fed-
erations and the savings and creditco-
operatives which are already in exist-
ence. The Fund could also act as guar-
antor forlocalprivate banks for financ-
ing marketing activities.

Future programmes from the Office
will continue to support the develop-
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ment of human resources, the consoli-
dation of institutions and the strength-
ening of roles played by women inco-
operatives.

This second area of future plans fol-
lowson from and reinforces the projects
which are currently in hand.

Overall Conclusion

In spite of the very real constraints on
co-operatives and in spite of the eco-
nomic crisis which is affecting African
countries, co-operatives and other
forms of self-promoting organisations
have played, and are continuing to
play, a very important role in the eco-
nomic and social development of the
most disadvantaged of social sectors -
that of the peasant workers.

In every country, co-operatives play a
very important role in the agricultural
sector in areas such as credit, supply-
ing factors of production, production
itself and marketing.

In the Ivory Coast, primary co-opera-
tives in 1988/1989 marketed 30% of
coffee and cocoa achieving a turnover
of around US$ 319 million. In Benin,
139 credit and savings co-operatives
liberated US$ 2,068,588 between 1972
and 1991. Even in Sahelien countries,
such as Burkina Faso, 147 savings and
credit co-operatives have managed to
free around US$ 1,158,352 between
1969 and 1991.

The planting of trees and the erection
ofsmall structures to help preventero-
sion are often the work of co-opera-
tives and village groups. This all helps



in the fight against desertification and
safeguards the rural environment in
Sahelien countries.

As you will have noticed, co-opera-
tivesand other self-promoting organi-
sations have clear roles to play in the
development of grass-roots popula-
tions. In the absence of agricultural
unions, co-operatives offer the only
form of organisation and expression
that is open to peasant workers.

The constraints and criticisms which
are often directed towards co-opera-
tives are almost certainly due to a lack
of understanding and application of
the "co-operative" concept. They are
equally due, however, to the structural
and political problems inherent in the
whole of the "Under-developed na-
tion" system.

The various economic and financial
crises seen over the last few years have
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adequately demonstrated the weak-
ness and precarious position of both
private and public enterprises, of de-
velopment projects and even of the
State as an organised system of man-
agement.

Co-operatives are therefore unable to
escape from the circumstances of the
past (the colonial era); nor can they
escape from the circumstances of the
present.

Reforms, changes and adjustments are
being introduced to all sectors of po-
litical, economic, social and legal life.

The co-operative sector also needs to
adjustinordertosurvive inthe present
and to anticipate the future. It is the
character of a private economic enter-
prise that co-operatives must look to,
more than ever before. Co-operatives
must make profits for their members
through effective management.



Report from ROECSA

by Vincent M. Lubasi*

Developments and Plans

The ICA Regional Office for East, Cen-
tral and Southern Africa currently has
a membership of ten national apex or-
ganisations and two national special-
ised organisations. Member move-
ments are from Botswana, Kenya,
Lesotho, Mauritius, Somalia,
Swaziland, Tanzania, Uganda, Zam-
bia and Zimbabwe. According to the
latest statistics, the individual mem-
bership totals 6,879,398 excluding So-
malia where, for obvious reasons, it is
not possible to get accurate data.

Apart from the above movements, the
DevelopmentWorkers'Centre for Edu-
cation and Co-operation of Rwanda is
an associate member of the Office. The
office also has close collaboration with
co-operators in Malawi and Namibia.
Recently contacts have been made with
co-operators in the Republic of South
Africa. Itisour hope that they will be
admitted asmembersofthe office once
the on-going democratisation process
isconcluded.

In 1984, the Region organised the first
ICA African Ministerial Co-operative

* Mr Lubasi is Regional Director for the ICA
Office in East, Central and Southern Africa,
Moshi, Tanzania.
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Conference. At the conference, it was
agreed inter alia to declare the period
1985 - 1995 a Regional Co-operative
Development Decade with the theme
'Progress Towards Self-Reliance'.

During the Decade, the Region was to
address issues considered pertinent at
that time. These were identified as
follows:

- to provide education and training
to all the relevant target groups;

- toremedy the co-operative move-
ment's financial handicaps;

- to facilitate, rather than inhibit, co-
operativedevelopmentthrough co-
operative legislation;

- to promote inter-co-operative col-
laboration through trade between
and among co-operatives;



- to adopt a ten-year development
plan with reasonable targets; and

- toencourage Governments to initi-
ate the mobilisation of financial re-
sources both locally and interna-
tionally in order to promote co-
operative development.

These have continued to provide the
main thrust of the Regional Office ac-
tivities. Over the years additions have
been made, so as to reflect the realities
of economic and political liberalisa-
tion now going on in the region. Such
additions have been sanctioned by the
conferences 0f 1987,1990 and 1993.

In March this year the Regional Co-
operative Development Coordination
Committee met to prepare for the 4th
ICA African Ministerial Co-operative
Conference. Inview of the fact that the
decade is now drawing to a close, the
Committee reviewed the progress
made towards the achievement of the
varioustargets. Italsoestablished strat-
egies and targets for the future.

Progress Recorded

At the 4th Ministerial Conference it
was agreed that the region has done
fairly well in providing for the training
of members in addition to that of su-
pervisors and middle management.
Top management does not seem to
have received adequate attention. In
addition, there is a perceived lack of
relevant literature for use in educa-
tional institutions.

There isan increasing level of collabo-
ration on the part of training institu-
tions in the region. The Co-operative
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Colleges in Kenya and Tanzania, with
the help of the ICA Regional Office,
signed amemorandum ofunderstand-
ing lastyear. This incorporatesa wide
range of co-operation in areas such as
staff exchanges and study visits. Ear-
lier this year, officials of the Tanzania
Co-operative College visited
Swaziland, Lesotho and Botswana
where they discussed ways to
strengthen existing relations.

More recently, officials from the Co-
operative College of Kenya visited Bot-
swana while the Zambia and Kenya
Co-operative Colleges took part, for
the first time, in the Annual Sympo-
sium ofthe Co-operative College, Tan-
zania.

It is also increasingly realised by co-
operators that there is need for co-
operativeinstitutions to be specialised,
to cater for the whole region. Cur-
rently, except for colleges in Tanzania
and Kenya, the tendency has been to
cater for national needs.

The area of co-operative legislation
continues to be of interest in the re-
gion. On a positive note, it can be
stated that since 1984 some countries
have overhauled their laws making
co-operativesmore independentofthe
State. In Kenya and Zambia, the re-
view exerciseisgoingon. Namibiahas
recently adopted a favourable co-op-
erative policy. Inothercountries, there
is an on-going dialogue between co-
operators and Governments concern-
ing the need to update co-operative
laws and give co-operators actual con-
trol of their businesses. This changing
attitude on the part of Governments



hascome about partly as a result of the
triennial ministerial conferences and
the general political and economic
changes.

In collaboration with other agencies,
the Regional Office has carried out in-
ter-agency missions in some countries
oftheregion. Thisyearan inter-agency
mission for Malawi was carried out in
collaboration with the Food and Agri-
culture Organisation (FAO). Follow-
ing the mission, Malawi will embark
on a programme for the promotion of
co-operatives.

The International Co-operative Bank-
ing Association (ICBA) held its meet-
ing in Nairobi in March, 1993. This
was the first time such a meeting had
been held in Africa. The meeting was
preceded by that of the Regional Asso-
ciation. The timing of the meetings
was made to coincide with the 25th
Anniversary of the Co-operative Bank
of Kenya.

The highlights of the year include the
consultation meeting held in Abidjan,
Ivory Coast, on 25th May, 1993 to cre-
ate the ICA Regional Assembly for
Africa.

Many co-operatives in the region are
operating with inadequate share capi-
tal and substantial borrowings for
working capital. They have been hit
by the economic stagnation and infla-
tion which has characterised most of
the region. Savings and credit co-op-
eratives exist in all the countries in the
region. Co-operative banks exist in
Botswana, Kenya,, Uganda and Zam-
bia. However, it has not been possible
for movements to become self-suffi-
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cient financially. Member reca-
pitalisation is hampered by low in-
comes, and sometimes by low returns
on share capital. The ICA Regional
Office runs a project on Banking, Sav-
ings and Credit which provides tech-
nical assistance to other institutions
within the region.

The Regional Office recognises that, in
this period of rapid change, members
need assistance in organising them-
selves to meet the challenges. It is for
this reason that strategic planning has
been high on our agenda.

Initially, a seminar was organised on
strategic planning for the chiefexecu-
tive officers of our member organisa-
tions. Strategic planning has been car-
ried out forour members in Botswana,
Kenya, Lesotho, Swaziland and Zam-
bia. The office is ready to do the same
for other countries on request. The
Research, Planning and Consultancy
Project which provides the service is
currently the oldest on-going project
at the office.

The office maintains that, for harmoni-
ous development to occur, gender
awareness needs to be instilled into all
those concerned with co-operative de-
velopment. In 1992, all paid staff at-
tended aone-week gender sensitisation
seminar. This has greatly helped them
to be gender sensitive in whatever ac-
tivities they undertake. At the mo-
ment the Human Resource Develop-
mentProjectispreparing fora regional
genderseminar tobe held prior toJune
1994. Thisisexpected tospread aware-
ness of the issue of gender conscious-
ness further afield.



Co-operatives in the region are gear-
ing themselves to take advantage of
newly-created opportunities. Liber-
alisation, which has eliminated State
monopolies, has given co-operativesa
chance to undertake import and ex-
port trade. Having started to export
coffeein 1991, co-operativesinUganda
are currently exporting 17% of the
country's crop as one of 21 exporters.
Co-operatives in Kenya and Tanzania
are increasing their export of the tradi-
tional crops. Atalmostevery forum of
co-operative leaders, the need to
strengthen trade ties is emphasised as
oneway ofincreasing self-reliance. The
office has provided advice on trade-
related services since 1989.

The abolition of internal monopolies
inareas such as banking and insurance
services will lead to greater co-opera-
tive participation. The regional office
worked very closely with the move-
mentin Zambia in the establishment of
a co-operative insurance society. The
society now handles the bulk of co-
operative insurance business. Simi-
larly, the office isworking closely with
the Tanzanian movement in the ar-
rangements for the establishment of
co-operative rural banks.

Priorities for the Future

The Regional Office will continue to
addresstheperceived needsofitsmem-
bers. In particular, emphasis will be
placed on human resource develop-
ment, business development and the
creation ofgenuine member co-opera-
tives. The overall objective shall be to
work towards a well-managed, viable
and flexible movement. In the area of
human resource development, the of-
fice shall work closely with organisa-
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tions like the Food and Agriculture
Organisation (FAO) in developing
member participation programmes.
Similarly, collaboration with the Swed-
ish Co-operative Centre (SCO in or-
ganising Co-operative Member Par-
ticipation Programmes will be contin-
ued and expanded. The office is also
embarking on Executive Training Pro-
grammes for co-operative managers
to enable them to appreciate and uti-
lise new opportunities. During Sep-
tember 1993 it organised a seminar on
Joint Venture Negotiations. We help
to organise similar seminars at least
once every year.

The office will continue to have dia-
logue with Governments whose co-
operative legislation isnot particularly
conducive to co-operative develop-
ment. The generally positive atmos-
phere in the region shall be taken ad-
vantage of. Itisthe only way in which
we can assist co-operatives to become
truly member based and controlled.
The problem of co-operatives' weak
financial position is viewed by the of-
fice as a big threat to future develop-
ment. The possible participation ofco-
operatives in export business is par-
ticularly likely to be affected. The of-
fice will continue to address the issue
in collaboration with the Regional
Committee of the International Co-
operative Banking Association (ICBA).

Toconsolidate the co-operative move-
ments in the region, the Regional Of-
fice will embark on the recruitment of
National Specialised Co-operative Or-
ganisations as members. This will in-
crease the participation ofall sectors of
the co-operative movement.



ICA Development Forum

by Momodou M. Dibba

The ICAdevelopment forum took place
atthe ILO Conferenceroom in Geneva
on 7th September 1993, when presen-
tations on the ICA's global HRD pro-
gramme were discussed. The meeting
acknowledged the importance of Hu-
man Resource Development to the
ICA's new development strategy and
to its regional programmes.

The ICA development strategy under-
lines the need for the creation ofdevel-
opment models that are people-cen-
tred and geared towards the achieve-
ment of sustainable human develop-
ment. Italso combines effective mem-
ber participation atall levels,economic
growth and access to productive and
well-paid employment.

The meeting recognised that the rein-
forcement of human and institutional
capacities is critical to the develop-
ment process: not only for improved
economicmanagement, particularly of
co-operatives, butalso in the ability to
react to changes within the world
economy as they thrust themselves
upon us. In this regard, HRD pro-
grammes mustbewell-structured, with
well-defined strategies that reflect de-
velopment priorities, stated objectives
and arealistic time frame. The meeting
stressed the need for education and
training tobe adequate, systematicand
dependable. The use of participatory
techniques, and the exploitation of all
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methods of communication and infor-
mation including distance education,
networking at local, regional and in-
ter-regional levels, audio visual sys-
tems, mass mediaand publicationswas
re-emphasised.

However, the meeting noted the prob-
lems experienced by co-operatives,
especially those insub-Saharan Africa,
in becoming involved in courses on
losscontrol and security management.
Equally, institutions should be more
businesslike in their attitudes towards
education and training, concerning
themselves with standards, relevance
and innovation.

The training of trainers was felt to be
mosteffective in view of the multiplier
effect on grassroots education and
training. To this end, the meeting
agreed that training must always be
relevant and direct. Itshould provide
business education and better man-
agement of scarce resources, since co-
operativesare inherently conservative
organisationsand will always insist on
better returns on their investments.

With regard to the financing of HRD
programmes, a move away from do-
nor financing to self-financingasacon-
cept was considered desirable so as to
achieve autonomy, independence and
the sustainability of programmes in
the co-operatives.



The conventional definition of capital
must be broadened to include human
and natural capital. Development of
the people meansinvesting in humans'
abilities, whether in education, health
or skills, so that they can work produc-
tively and creatively, thus ensuring
that the economic growth they gener-
ate is distributed widely and fairly.

The meeting stressed the need for ef-
fective monitoring and evaluation sys-
tems for HRD programmes, especially
impact evaluation. There was general
recognition that Human Resource De-
velopmentwasconsidered tobeaproc-
ess of socio-economic change and that
the centrality of people in the develop-
ment process is paramount.

Grassroots education, leadership train-
ing and professional and technical
training are important ingredients in
the socio-economic framework of co-
operatives. People in co-operatives
need to broaden their horizons, their
thoughts, theircommitment and their
perspectives with regard to HRD,
which should occupy a more impor-
tant place in their thoughts. As pri-
mary usersand producersofco-opera-
tiveservices, women should begivena
higher priority in HRD, employment
opportunities, education and training,
credit facilities and leadership roles,
and within the decision-making proc-
ess.

The feeling of the forum was that the
central role of the ICA in supporting
HRD programmes must continue.
Regional Assemblies and Regional
Councils should include programmes
that focus on HRD in their strategic
planning. Likewise, Governments,

NGOs, co-operative educational insti-
tutionsand international organisations
should make every effort to promote
HRD programmes at all levels.

The ICA Policy on Human Resource
Development and its Development
Strategy have been put in place, as has
the ICA Policy on Women in Co-op-
erative Development. Through its es-
tablished regional structures, the ICA
itself is prepared, more than ever be-
fore, for the momentous challenges
posed by an environment character-
ised in the developing world by struc-
tural adjustments, market liberalisa-
tion and the disengagement of State in
co-operative activities. To thisend, we
must find effective ways and means of
strengthening our co-operative en-
deavours.

Although some excellent training fa-
cilitiesarealreadyavailable: theCemas
programme, funded by the Swedish
Co-op Centre; the Matcom programme,
funded by Nordic countries through
the ILO; and the UNESCO travel grant
scheme for co-operatives and Trade
Unions, there is still room for more
such aid.

Aid-driven programmes should be
structured to suit the co-operative
movement, and appropriate standards
established to build aviable, costeffec-
tive, independent and sustainable co-
operative enterprise.

Finally, the follow-up action ofthe ICA
Development Strategy atregional level
requires us to remember that HRD
should be a productive factor which
pays dividends on the economic per-
formance of co-operatives.



The Environment and
Sustainable Development

by Raija Itkonen*

The Environment and Sustainable De-
velopmentwas thesecond majortheme
of the ICA Congress in Tokyo last Oc-
tober. The timing of the theme was
perfect because the UN Conference on
Environment and Development
(UNCED) in Rio inJune 1992 with its
Agenda 21, a guide for business and
Government policies and for personal
choices into the next century, was still
fresh in the memory. Thus, in fact, the
discussion in Tokyo was a co-opera-
tive follow-up to the Earth Summit
and the Global Forum.

In Tokyo the ICA Congress adopted a
resolution on the environment and
sustainable development which,
among other things:

- recognises the link between environ-
mental preservation and development,
-callson ICA memberorganisations to
strengthen their activities in this field,
-recommends member organisations,
specialised organisationsand regional
structuresofthe ICA to formulate their
own action programmes towards the
compilation ofa Co-operative Agenda
21 to be presented at the ICA Congress
in Manchester in 1995.

*Ms ItkonenisDirectorof International Relations
of the Finnish Consumer Co-operative
Association, Finland.She isalso a member of the
ICA Board.
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Asa follow-up to the Congress resolu-
tion the ICA Secretariat, together with
the ICA Consumer Committee, held a
Seminarentitled'TheEnvironmentand
Sustainable Development' in Rome on
May 21-22. This two-day seminar
brought together representatives of
ICA specialised bodies, members of
the ICA Consumer Committee and
members of the European Co-opera-
tive Environment Committee.

In my capacity of ICA Vice-President |
was asked to chair the first day of the
Seminar. Day two of the seminar had
a consumer focus, with presentations
made by various movements report-
ing on specific activities undertaken in
the field ofenvironment. Thisday was
chaired by Mrs. Strom, Chairperson of
the Consumer Committee.



The aim of the Seminar was to begin
the process of reflection on the prepa-
ration ofa Co-operative Agenda 21, as
mandated by the Tokyo Congress.

The first day introduced the topic of
environment and sustainable devel-
opment through presentations of the
Centre for Our Common Future, the
UN Food and Agriculture Organiza-
tion and the International Federation
of Agricultural Producers, all active in
the dissemination of information on
environment and sustainable devel-
opment issues and as actors in their
sector.

In this connection, | warmly recom-
mend the plain language version ofthe
UN Agenda 21 published by the Cen-
tre for our Common Future. It facili-
tates access to the important material
contained intheoriginal 700-page-long
Agenda 21.

The presentations were followed by an
excellent introduction of the draft Co-
operative Agenda 21 by MariaElena
Chavez-Pirson from the ICA Secre-
tariat, and | thank MariaElena for her
excellent work. | must say that we
have a very fine and very able team
working for us in Geneva.

Several proposals we made about the
document, including suggestions
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aboutitstargetgroup,abouttherole of
women and that the document should
be attached to an Environment Strat-
egy which could outline relationships
between co-operatives and other non-
governmental and governmental bod-
ies, business activities, education, care
for heritage etc.

The resolution on Environment and
Sustainable Development was unani-
mously passed in Tokyo. This means
that we have an obligation to act. The
Conference held in Rome requests all
ICA member organisations to study
the draft agenda during 1994 and to
send any comments and suggestions
to the ICA Secretariat by the end of the
year. A final version of the Co-op
Agenda 21 is to be published inJanu-
ary 1995 for presentation at the ICA
Manchester Congress in the Septem-
ber of that year. Itis my sincere hope
that this will be an inspiring and con-
vincing Centenary document.

To conclude my report | would like to
quote Mr. Aurelio Peccei, the Italian
industrial leader and founder of the
Club of Rome, who said: 'The future is
no longer what it was thought to be, or
whatitmight have been ifhumans had
known how to use their brains and
their opportunities more effectively.
But the future can still become what
we reasonably and realistically want'.



Introduction to ICA Policy on
Women in Co-op Development

by Jan-Eirik Imbsen*

Background and Context

One of the primary objectives of the
ICA istoactas a catalyst for co-opera-
tive development in all parts of the
world. Both the ICA Policy for Co-
operative Development and the ICA
Policy on Human Resource Develop-
ment were formulated in order to pro-
vide a framework and guidelines for
development strategies and activities
designed to fosterco-operativegrowth.

The equal participation and integra-
tion of women in co-operative devel-
opment has long been a concern of the
ICA. However, intheabsence ofaclear
overall global policy providing guide-
lines for the formulation of viable gen-
der strategies, our programmes have
not always been able to sufficiently
focus on women.

Acknowledging the need to do more
to mainstream female members,aglo-
bal ICA gender policy was identified
as a priority. The ICA Policy on Women
in Co-operative Development was conse-
quently drafted and approved by the
ICA Board at their meeting in Monte-
video in March.

* Mr Imbsen is Director for Human Resource
Developmentat ICA Head Office.
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Before | take you through some of the
salient points of the policy, let me just
briefly make a few general remarks on
this subject.

The Commission on the Status of
Women in theirfive-yearreview (1990)
and implementation of the Nairobi
Forward-looking Strategies for the
Advancement of Women to the Year
2000, warned that the cost to societies
of failuretoachieve true gender equal-
ity in all realms of lifewould be high in
terms of slowed economic and social
development, misuse of human re-
sources and reduced progress for soci-
ety as a whole.

The Commission found that the situa-
tion of women had deteriorated in
many parts of the world, especially in



developing countries where economic
stagnation, negativegrowth and grow-
ing debt, continued population in-
creases and the reduction of public
expenditures for social programmes
had further limited the opportunities
of women to improve their situation.
There was also evidence of a disturb-
ing decline in the status of women in
the areas of education, employment
and health. Too often the issue of the
advancement of women had received
only low priority.

For decades, development agencies
primarily targeted men assuming that
all people are affected the same way.
Now there isagrowingawareness that
by ignoring women's needs and fail-
ing to recognise their key role in eco-
nomicdevelopment in the developing
world, they may have undermined the
potential for development. Today at-
tempts are being made to reverse this
unfortunate trend, and we find that
developing agencies increasingly fo-
cus on women in their programmes.
Recognising the importance of mobi-
lising the total human potential for
development, they have come to real-
ise that we cannot afford to leave out
half of the human race in this process.
Women can only participate in the
process of democratisation to the ex-
tent that their human rights are fully
recognised, their human potential is
developed and they are empowered.
The empowerment of women will
come from their having access to and
control over social resources. More at-
tention should therefore be paid to the
way in which resources are allocated
within the household or community.
Systematic gender planning which
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takes into account the different roles
and needsofwomen in society should
consequently be applied.

As long as the equality of opportunity
is denied them, attempts to integrate
women into the development process
will continue to have mixed results.
Such equality is also essential in terms
of human rights and social justice, as
well as being the best way to promote
change with a human face.

Having said all this, how does ICA
propose to go about advancing the
role of women in co-operative devel-
opment? The new Development Strat-
egyoutlinesourapproach which gives
priority towomen by developing their
rolewithin theco-operative movement.
Itisessential that due consideration be
given to gender analysis within the
framework of all projects, the aim be-
ing to create an enabling environment
for sustainable human development
in general, and a participatory, viable
and equitable co-operative develop-
ment in particular.

We must continuously analyse what
mechanisms have prevented women's
participation, and focus on them in
ICA's work. One example is legisla-
tion which is a priority area for the
ICA. (Thenew co-operative legislation
in Namibia which seeks to facilitate
women's participation, will be studied
with a view to possible duplication.)

To exercise, and indeed to acquire,
power furthermore requires skills that
must be developed through capacity
building. Itisconsequently crucial that
as many women as possible be offered



education and training opportunities,
so thateach woman, whatever hercul-
ture and background, from whatever
part of the world, can develop her full
capabilities to the ultimate benefit of
all society. The ICA will therefore con-
tinue to encourage the participation of
women in education and training ac-
tivities.

Gender training and sensitisation of
both men and women on gender is-
suesisbeing carried out, butshould be
intensified, and the compilation of
disaggregated data on women as well
as analyses of their situation should
continue also with a view to improv-
ing the design of strategies and pro-
grammesthatmay betteraddresswom-
en's concerns within priority areas.

In line with ICA's new structure there
is a renewed emphasis on working
through the regions where we have
programmes targeting women. In the
Asial/Pacific region, for instance, re-
centgender activities include the pub-
lication of regional country studies,
the formulation of national and re-
gional strategies, and organising a re-
gional Gender Conference (in Japan).
In Central America we have for some
years now been running a fairly exten-
sive regional Women's Programme
with a substantial income generating
component. In West Africa, the recent
appointment of a Gender and HRD
Officer will enable us to intensify exist-
ing projects designed to promote
women in co-operative development
in that region, and it is our hope that
this gender consultation will bring
more focus to our gender activities in
East, Central and Southern Africa.
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Key Elements of the Policy
With your permission, Mr. Chairman,
I would now like to go through some
of the key elements of the Policy.

The aim of the policy is twofold:

a) tocontribute to the effective imple-
mentation of the ICA Policy forCo-
operative Development in accord-
ancewith the ICA Policyon HRD in
Co-operatives, and

b) toassure the effective participation
and full integration of women in
co-operative developmentatall lev-

els.

In the preamble we state the dilemma
that despite the democratic nature of
co-operatives, there are still obstacles
that prevent the full participation of
women. This policy sets out to address
these constraints and suggests guide-
lines for how they may be alleviated.

The background traces previous ef-
forts by the ICA, in deed (the work of
the Women's Guild and the Women's
Committee) as well as in words (poli-
cies), to promote women's participa-
tion. Although it concludes that the
impact so far has not been satisfactory,
itshows that the ICA has a tradition of
advocating women'scauses and that it
isnot just getting on the '‘gender band-
wagon'.

The difference today is that we now
have established global guidelines for
regional and national strategies which
we will have more resources to carry
out in what is after all an increasingly
more receptive environment.



The following section, Target Groups,
includes what we consider to be key
actors on the co-operative stage; states
and policy makers,developmentagen-
cies, financial institutions, training in-
stitutions, women's groupings and the
members, committee members, co-op-
erative leaders and staff of co-opera-
tiveorganisations. Keywords defining
their involvement are revision of con-
stitutions and laws, the application of
gender planning methods, access to
credit, education and training (capac-
ity building), networking and gender
awareness.

The section on activities focuses more
directly on programme interventions
that highlighttheclose linkage between
gender issues and development, all of
which are essential and should require
no further comment from me.

The policy also sets out to define the
role of the ICA. It calls on the ICA to
(inter alia) promote women's role and
gender issues in general, to be a cata-
lyst and coordinator of gender pro-
grammes, to identify and mobilise do-
nor support, and to assist in formulat-
ing policies, strategies and pro-
grammes designed to advance the role
of women in co-operatives. It is a big
portfolio, but one which the organisa-
tion should be well equipped to carry
out given the necessary support from
members and development partners.

Under a) we emphasise that support
for women should not necessarily be
given through specialised women's
projects. Because gender differentia-
tion varies from one region to another
and from one socio-economicgroup to
another, there is no uniformity in wo-

men's productive roles and in the
means ofaddressing theimprovement
of these roles. Strategies will conse-
quently have to be tailored to fit the
prevailing specific cultural, socio-eco-
nomicand political circumstances, and
programmes should be designed to
improve the social, economic and po-
litical role of women within the co-
operative movement.

At the Tokyo Congress, ICA's Presi-
dent Lars Marcus used the word net-
work todescribe theorganisation. Point
b) underscores the functional advan-
tages of such a big network that makes
itideally suited to undertake a coordi-
nating role. Itscontact netalso enables
it to solicit support both from within
(member organisations), and outside
the organisation (development part-
ners).

Pointc) highlights ICA's structure, the
existence of specialised bodies as vehi-
cles for the institutionalised promo-
tion of gender issues. | know that the
Women's Committee has had discus-
sions with some of the other commit-
tees about joint ventures.

In d) the international nature of the
ICA gives it access to various fora
where it can advocate gender issues.

Point e) emphasises ICA's capacity to
serve as a provider of services to its
members.

The global policy should be regionally
neutral, butalsoemphasise the regional
approach which necessarily must be
adapted to local conditions. We want
an overall policy that can relate to re-
gions regardless of national/regional
characteristics, but that still accentu-



Regional Consultation on Gender Planning - delegates gather together in Nairobi in October 1993.

ates ICA'sgeneral objective of integra-
tion. Given the diversity of culture
and tradition within the organisation,
the policy furthermore suggests that
the regions formulate priorities, stra-
tegiesand policies that reflect regional
realities and address local needs.

Together, these documents should be
seen to voice the ideals and intentions
of a world organisation with shared
values, principles and objectives, but
also with a diversity of culture, tradi-
tions and priorities that can find their
expression in policies and strategies
that address regional concerns.

In the conclusion, the ICA Board calls
upon the member organisations to
implementthe gender policy with vig-
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ourand requeststhe developmentpart-
ners to support the efforts of the ICA
and its regional offices in this direc-
tion. A concerted effortof this natureis
enjoined on all engaged in co-opera-
tivedevelopmentprogrammes for pre-
paring the co-operatives to enter the
nextcentury with purposeand energy.

The policy sends a clear message that
gender is indeed a priority area of the
ICA. Ifwe look at the past, we find that
the history of the co-operative move-
mentisfilled with good intentionswith
regard to women's issues. With this
document providing a much needed
framework we are now ina better po-
sition than ever to begin torealise them.
That is our challenge for the 1990s.



ICA Director-General's
Introduction to Case Studies

Our plan is to spend the rest of the day
hearing from 16 co-operative organi-
sations about their recent experiences.
The theme of the presentations is "In-
novation and Success". All have been
chosen becausethey representattempts
tobring new solutions to currentprob-
lems.

The Specialised Bodies have been very
helpful inassisting us to identify these
case studies—and in several instances
they will be contributing themselves.
Naturally there are many other exam-
ples of success which could also have
been chosen, but the presentations to-
day are also designed to provide some
balance among sectors and among re-
gions.

It isour hope that these presentations
willbringoutimportant themes which
will be of interest to all ICA members,
whatever their region or sector. The
idea is not to hear the history of these
organisations, but rather to analyse
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what they are doing differently, and
why. After each presentation, dele-
gates are encouraged to ask questions
or add comments of their own.

We are grateful to all the organisations
which agreed to make these presenta-
tions today. And for the benefit of
participants, | would remind you that
all these reports will be printed in the
nextissue ofthe ICA Review. Itshould
bea mostinterestingand thought-pro-
voking collection.

In spite of the many problems facing
co-operatives everywhere around the
world, it is also good to remind our-
selves from time to time that there is
also much of a very positive nature
taking place. It may not be a time for
"grand designs", as Sven Ake Book
reminded us in his Congress report
last year, but it is certainly time for
renewed effort, for innovation, and—
hopefully— for success.



EXIMCOORP -

a Co-op Trading Company

by Roberto Rodrigues

General

In the absence of a marketing struc-
ture, increasing agricultural produc-
tion in Brazil was creating problems
with the pricing of prod ucts: the higher
the levels of production, the lower the
prices paid to farmers.

Farmers needed some kind of mecha-
nism of their own so that they could
escape from this paradox. Above all,
they needed to look at mechanisms for
gaining entry into the external market,
and thereby free themselves from na-
tional and international trading com-
panies. The market had to be consi-
dered asawhole and the internal mar-
ket and the external market had to be
looked at from the same perspective.
Inthisway, theopportunities thateach
market offered could be taken advan-
tage of.

The closest contact possible with final
consumers was needed. This would
result in more competitive prices on
the one hand, and a greater share of
market remuneration for farmers on
the other.

Specific
Agricultural co-operatives often en-
countered difficulties from isolation

when organising and developing ven-
tures with external markets. The rea-
sons for this are as follows:

- experts in this field were rare and
expensive.

- alargeamountofready investment
was needed.

- each co-operative itself exported
very little; it is when taken as a
whole that a large amount is ex-
ported.

Second grade co-operatives (i.e. Cen-
tres and Federations) were unable to
overcome this problem because their
affiliated companies (the first grade
co-operatives) had different interests
with regard to the purchasers of the
products, with pricing etc.

As a result, a vacuum existed. This
vacuum was filled by a Sociedad
Anonima company formed by co-op-
eratives interested in international
trade. This would result in:

- greater flexibility,

- better facilities for the handling of
products, independent of the first
grade co-operatives,

- the possibility of marketing a simi-
lar batch many times.



The Constitution of EXIMCOOP

A study was conducted to investigate
the viability of constituting aco-opera-
tive trading company. Following ap-
proval by the OCB, the study was sub-
mitted togovernmental bodies forcom-
mentand feed-back from affiliated co-
operatives. This was done during
March to July in the year 1989. Meet-
ings were held to try and decide the
fundamental concepts of the structure
to be taken by the trading company.

In August ofthat year, two large meet-
ings were held (at Sao Paulo and
Florianopolis) to ascertain the views of
the co-operatives themselves on the
trading company.

Asaresult ofthis,a working party was
formed (by OCB and OCES) with the
following duties:

- developing and finalising the fun-
damental concepts that had been
decided,

- drawing up the Articles of Associa-
tion of the company,

- arranging the final meeting for the
constitution of the trading com-

pany.

On 10 January 1990, a meeting took
place which voted yes for the constitu-
tion of EXIMCOOP and which deter-
mined fundamental details, such as
capital and shares.

Fundamental Concepts Adopted
Freedom of participation: co-opera-
tives could participate in EXIMCOOP
when they so desired. The idea was to
starta process which would lead to the
creation of other trading companies,
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specialising and expanding over the
entire countryside.

Partner co-operatives would have their
operational autonomy preserved; no
co-operative would be obliged towork
exclusively with EXIMCOOP. Neither
would EXIMCOOP beobliged to work
exclusively with partnerco-operatives
or with co-operatives alone.

EXIMCOOP would notenterintocom-
petition with co-operatives - whether
partner co-operatives or not - against
other co-operatives. EXIMCOOP
would not simply be another co-op-
erative, it would be something more.

Risk Limited to Subscribed Capital
Co-operativeswould participate in the
Board and Council of Administration.
At operational level, they would take
part in "Product Committees".
Operational Consortiums would be
formed, based on a particular product
orgroupofproducts. Thiswould bring
together the co-operatives that were
already trading within a structured
marketing environment.

EXIMCOOP would be involved with
the following:

- international contacts,

- establishing trading structures
abroad,

- constructing its own terminals,

- setting up transportation and con-
tracting of transportation,

- developing other products.

The company was constituted on 24
May 1990 despite enormous problems



caused bychanges in the Federal Gov-
ernment (Collor)and resultantchanges
in the country's political economy.
Some suggested that the constitution
ofthetrading company should be post-
poned, but 9 of the 25 candidate co-
operatives decided to go ahead and to
start trading under EXIMCOOP.

The authorised capital had been US$
2,000,000 butonly US$80,000 was sub-
scribed. With this almost symbolic
amount of capital, early times were
very difficult as credit could not be
obtained.

It was decided to start an operational
consortium straight away for soya, as
most of the shareholders had interests
in this particular product.

Experts were employed at enormous
cost - they were the best in the busi-
ness. These experts prepared the
ground for trading operations and it

EXIMCOOP 1991
Gross sales (US$ 1,000) 7,611
Cash profits 240
Physical volume (tons) 62,112
Storage etc. (US$ 1,000) 473
GRAINCOOP

Gross sales 19,588
Physical volume (tons) 171,000

was only on the 21 December that the
first real trading operation took place.

The Soya Consortium
Thesoyaconsortium works as follows:
co-operatives offer guarantees for the
consortium, which is legally a com-
pany jointly owned by EXIMCOOP
and the share-holding co-operatives.
In this way, they work together; the
trading company does not have the
capital to back the guarantees, but the
shareholders do.

Profits are calculated through "trans-
parency assessment" and are distrib-
uted between the participating co-op-
eratives of each business, according to
the percentage of their guarantees.

EXIMCOOP operates with a subsidi-
ary company called GRAINCOOP,
which is based in CURACAO. Risks
are very small because all business is
carried out with the practice of hedg-
ing.

1992 1993

32,576 70,000
3,116
254,909
605
20,296 60,000

490,000

EXIMCOOP will need to be efficient and competitive to survive in the market.
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Restructuring of JA
Agricultural Co operatives

by Fumiaki Aruga*

Characteristics of JA-Group

Diverse activities

AsJA-Group isunique within the agri-
cultural movement, both in the activi-
tiesinwhich itengagesand inits struc-
tural setup, some little introductory
comments about its features and the
reasons for restructuring may be help-
ful.

Needless to say, a farmer issimultane-
ously a producer and a consumer/
resident. Therefore JA, at its primary
level, provides multiple co-operative
services in an effort to meet all the
farmers' needs.

* Mr Aruga (left) spoke on behalf of Yoshiharu
Sato (right), President of JA-ZENCHU, Japan.
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To meet the needs of producers, JA
activities are organised along the fol-
lowing lines:

i advice on farm planning;

ii supply of farm inputs, with shares
ranging from 45 to 90% depending
on commodity;

ili agricultural marketing, with shares
ranging from 40 to 98%;

insurance against unforeseen cir-
cumstances: again the single larg-
est insurance business in the coun-

try;

supply of day-to-day necessities,
both through traditional jointgroup
purchasing and via co-operative
shops, including seventeen hun-
dred A-Coop chain stores;



education and information activi-
ties, including amonthly magazine
with sales of a million copies and a
daily paper selling half a million
copies; culture activities, tourism.

Vi

If Il may elaborate a little bit more, life
on a farm entails much more than pure
economics. Health care isone of many
considerations, to take but one exam-
ple. TheJA runs 115 hospitalsthrough-
out the country, which are used not
only by member families but by rural
inhabitants in general. In the USA, |
am told that Medical co-operativesare
just beginning to develop. This has
been one of the JA traditional activi-
ties.

Twenty percent of rural Japan's popu-
lation isover sixty five. Because ofthis,
the time has now come for JAs to fur-
ther expand welfare programmes for
the elderly such as providing assist-
ance to those remaining at home and
running residential homesand daycare
facilities. Whatisbeing pursued, there-
fore, under the concept of 'econ-omie
sociale' in France, for example, is also
being tackled by JA-Group.

As has been seen, the agricultural co-
operatives do not confine themselves
solely with marketing and supply in
relation to a limited specific branch of
agriculture. Our primary-levelJAsare
multi-purpose farmers' co-operatives.

Three-tier Structure

Thesecond notable feature ofJA-Group
is that the primary co-operatives form
non-businessUnionsand business Fed-
erationsatthe prefectural and national
levels. JA-Groupasawhole, therefore,
is three-tiered.
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Incidentally, these secondary and ter-
tiary level Unions and Federations are
established along different business
lines, which is another special feature.

Why restructure now? Three chal-
lenges faced by agriculture and the co-
operatives are:

Reestablishmentof Agriculture
From the early 1970sJapanese agricul-
ture began to be faced with the prob-
lem of over-supply for many of its
products. Itwas also forced to liberal-
ise imports due to trade surplus. To-
day, there are less restrictions on the
importoffarm produce intoJapan than
to most other countries, certainly less
than in the USA and European Com-
munity.

Thechallenge which now faces us isto
promote agriculture and to encourage
morediverse farmingactivities, includ-
ing production of high value products
and environmentally friendly farming.

To help development in thisdirection,
JA-Group considers it necessary to
strengthen its role as the provider of
services and advice to farmers within
the regions.

Building Village Communities
Rural Japan lags far behind urban ar-
eas in that fewer roads are surfaced,
the sewerage system is badly in need
of improvement and access to public
facilities such as hospitals is generally
difficult. Furthermore, the proportion
of elderly people within the commu-
nity is increasing at twice the rate of



thatwithin the urban population, thus
allowing rural communities less time
to establish the facilities necessary for
them.

As the environment in which rural
people live needs to be improved, JA-
Group considers it its task to promote
the building of comfortable housing
and to make JAs centres which pro-
mote better standards of living.

Reestablishment of JA

In order for JA to respond to the chal-
lenges described above, it is necessary
to strengthen the organisation and
performance of the JAs themselves.

Outline of JA Restructuring
The restructuring of the JA-Group is
one of the top policy agenda adopted
by the All-Nation Convention of Agri-
cultural Co-operativesin 1991, the main
theme of which was 'Agricultural Co-
operatives: Challenge and Renovation
towards the 21st Century'. The Re-
structuring Scheme consists of two
main points:

Amalgamation of UnitJAs

The primary level agricultural co-op-
eratives numbered 12,000 in 1960, re-
duced by amalgamation to some 3,000
by March 1993. This means we now
have an average ofone JA in each local
municipality.

The Restructuring Scheme will further
reduce this to 1,000 by the year 2000.
When that is achieved, each JA Unit
should have increased itsmembership
from today's average of 1,500 to about
5,000. Some will have more than 60,000
members.
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Three-tier to Two-tier System
Aspreviously stated,JA-Groupischar-
acterised by its three-tier system. How-
ever, when the primaries increase in
size they are likely to be able to take up
at least some of the functions so far
provided by the prefectural federa-
tions. It is logical, therefore, that the
prefectural and national level organi-
sations should consolidate, thus re-
sulting in a two-tier structure of or-
ganisation, with a two-tier business
system.

This means that, although past reor-
ganisation wascentred around merger
between the primaries, inother words,
horizontal integration, the stage is now
set for vertical integration.

This is inevitable as the JA-Group, as a
whole, will have to reduce its costs in
order to maintain a competitive posi-
tion now that deregulation and ration-
alisation are prevailing within theJapa-
nese economy.

Legal Framework for Restructur-
ing

As theJA-Group begins the process of
restructuring, a new legal framework
is necessary. This is already being
obtained:

Alterations in the Law

In promoting theamalgamation of pri-
maries, the single largest hindrance
has been 'long-term frozen assets such
as loans'. A new legal provision has
been made, which now allowsJAs and
their federations to claim a tax credit
forcontributions made to aspecial fund
which isbeing set up for the purpose of
depreciating or liquidating frozen



loans.

The extended law also provides for the
transference of business, which may
takeplace invariouscasese.g. between
the primary and federation.

Law for Agricultural Co-op
The Law for Agricultural Co-opera-
tives was also revised to help JAs so-
lidify their management and control
system as they get bigger in size. The
revisions include:

i making the board of directors a
statutory institution;

making the institution of repre-
sentative board members a legal
obligation,;

increasing the proportion of seats
on the board elected from non-
members;

allowing individuals to be both
employee and board memberat the
same time.

Summary

JA-Group has been engaged in co-op-
erative activities to meet the profes-
sional and domestic needs of its mem-
bers by organising what are, by inter-
nationalstandards, meagre economies
within its members' farms, the aver-
age size of which is only one hectare.
Thanks to many years ofcampaigning
to increase share capital contribution,
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JAs have an average of some ¥140,000
paid-in shares per member. Besides
this, JA members have deposited sav-
ingswith theorganisation. Thesecould
be loaned internationally in exchange
for interest, which is another strong
point of being a multi-purpose opera-
tion. Thus, we have notasyet faced too
serious a problem in capital procure-
ment, one of the issues to be discussed
in the forthcoming review of Princi-
ples.

However, we do find ourselves facing
increasingly severe market competi-
tionregarding both deregulated finan-
cial businessand rationalised distribu-
tion.

Furthermore, the problems of poor
standardsof livingand an aging popu-
lation in rural areas, while not falling
within the traditional role of JAs, are
still faced by co-operative members
and rural inhabitants, and are not go-
ing to go away. For this reason, it is
considered necessary for JAs to do
something to help solve them.

JA-Group must start by strengthening
itsown organisationsso astobeable to
survive the competition, and to re-
spond to new challenges of more so-
cial nature. That is what our restruc-
turing is intended to achieve. Itisour
challenge aswe approach the nextcen-
tury.



New Forms of Finance for
Agricultural Co-operatives

by Jacques Picard*

French Agricultural Co-ops
Co-operativeenterprisescurrently rep-
resent a major element of the French
agro-alimentaryeconomy. Thecurrent
economic impact of agricultural co-
operatives is outlined below:

- Theircombined annual turnover is
400 billion Francs (including sub-
sidiaries).

- Theycomprise 3,800 industrial and
commercial enterprises (co-opera-
tives, unionsand SICA) and 12,000
service co-operatives.

- They provide employment for
100,000 staff.

- They work on behalfofone million
agricultural operations, or 9 out of
10 agricultural operations.

Co-operatives are present right across
the country and in all economic func-
tions.

- Co-operatives exist both upstream
and downstream of agricultural
operations.

Upstream of agriculture: Histori-
cally, the oldest co-operatives are

* Mr Picard is Director of the French
Confederation of Agricultural Co-operatives
(CFCA) in Paris.
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those that supply products needed
for agricultural production (ferti-
liser, animal feedstuffs, plant pro-
tection, seeds, machinery,etc). Serv-
ice co-operatives also operate up-
stream: CUMA (breeding and arti-
ficial insemination co-operatives).

Downstream, products produced
by agricultural operations are dis-
tributed by various storage, mar-
ketingand processingco-operatives
that have developed in the differ-
entagricultural production sectors
(cereals, fruit and vegetables, milk,
meat, wine, etc).

A distinction is also made between
co-operatives that specialise in a
particular activity and polyvalent
co-operatives.



Polyvalent co-operatives combine
two or more activities (especially
cereals / supply).

These co-operatives, which are of-
ten of a scale which covers one or
even several departements, play an
importantrole in influencing what
their members produce, and thus
in the development of regional ag-
riculture.

Co-operative Groups

In order to respond to the needs of
their members in an economic envi-
ronmentwhere international competi-
tion is intensifying, co-operatives are
setting up new legal structures. These
have many implications, and often re-
sult in the creation of complex "co-
operative groups", with the creation of
unions of co-operatives, of subsidiar-
ies which are owned jointly with in-
dustrial partners and which take the
form of SARL or SICA limited liability
companies.

Thesegroupsare active both upstream
and downstream of agricultural pro-
duction. They are to be found in the
seeds sector, as well as in milling,
malting, milk processing plants (but-
ter, milk, powdered milk, butalso fro-
zen products and high-tech products),
in fruit and vegetable conserving, ab-
attoirsand meat processing (beef, pork,
chicken, lamb, etc).

These activities, which have developed
through increasingly diversified co-
operative structures, call for very sub-
stantial financing.

There are several factors behind the
high financial requirementsoftheagro-
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alimentary sector and, in particular, of
agricultural co-operatives: investment
in heavy equipment, high exposure to
technological developments, commit-
ment to research and development
work relating to new products to meet
consumer expectations, the search for
new markets, publicity campaigns, etc.

The influence of major distribution
systems, reflected in downward pres-
sure on prices and longer payment
terms, further increases the working
capital requirement for these enter-
prises. Likewise, the CAP reforms also
have major financial implications, es-
pecially for the storage and processing
sectors.

These needs are not always met by
traditional sources of finance, and the
CFCA has worked hard to improve
existing financial tools and to create
new ones.

The Law of 3rd January 1991 on co-
operative bodies aimed to improve fi-
nancing conditions foragricultural co-
operatives. We will outline its princi-
ple innovations below.

Traditional Methods of Finance
Since thisreport isabout new forms of
finance, | shall not discuss at great
length the traditional forms of finance
availabletoco-operatives. A fewwords
are necessary, however, in order to
underline the nature of the changes.

Capital stock

The fall-off in the number of members
of agricultural co-operatives, a direct
consequence of thedecline in numbers
of the agricultural population, is not



conducive to the setting up of capital
stock, or even increasing capital stock,
for agricultural co-operatives.

This trend towards a certain level of
"unpopularity" of capital stock is not
necessarily irreversible, and it could
be countered by an incentive policy:
better returns on capital, combining
paymentofintereston sharesand divi-
dendsforsubsidiariesofco-operatives
and/or revaluation of shares.

Interest on shares

Before the Law of 3rd January 1991
was passed, shareholders could not
receive interest of more than 6%. The
Law of 3rd January 1991 changed this
fixed rate to a variable index, the legal
rate of interest being determined each
year. This made the system more flex-
ible.

Reference to a legal rate was repealed
by the Law of 13th July 1992 on the
modernisation of co-operative enter-
prises, which replaced itwith the aver-
age rate of return for private compa-
nies' liabilities.

This rate of interest is published at six-
monthly intervals by the ministry re-
sponsible for theeconomy. For the first
half of 1993, the rate was 7.88% (Jour-
nal Officiel dated 7th July 1993).

Revaluation of shares

Revaluation of shares, which has been
permitted since the Law of 27th June
1972 was passed, enables enterprises
to offset the effects of monetary ero-
sion on shares that were issued on
different dates.

During periods of high inflation, the
principle of reimbursement of shares
at face value can appear unjust. The
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legislative body has therefore leftopen
for those co-operatives that wish to
take itup the option of revaluing their
share capital with reference to the ba-
rometer of life annuities.

We would stress that this does not
totally correct the real effects of mon-
etary depreciation. To implement this
operation, co-operatives can use their
unapplied reserves, including the re-
valuation provision on the balance
sheet.

Someco-operativesregularly make use
of this facility so as not to penalise their
producers. However, opinion is di-
vided on the benefits of this method,
which tends to increase the burden of
interest to be paid by the co-operative
and to increase theamountofcapital to
be repaid in the event of a member
leaving the co-operative.

New members

In a conventional company, the mate-
rial representation of rights of entry is
manifested in the form of share premi-
ums paid by new shareholders, which
increase the company's share capital.
The purpose of share premiums is to
place old shareholders and new share-
holders on an equal footing with re-
spect to the company's reserves.

Since the reserves inaco-operative are
indivisible, the problem is different.
Rightsofentry are still tolerated where
the entry ofa new member means that
the co-operative has to make new in-
vestments.

Reserves
Reservesrepresenta privileged means
of finance for co-operatives. In con-



trasttosharecapital,reservesare never
paid back.

Reserves are formed following a deci-
sion taken by the Annual General Meet-
ing at the time of declaring the result.

Some reserves are of a mandatory na-
ture (legal reserve, reserves for opera-
tions with non-associated third par-
ties) and the meeting has to approve
them.

With respect to the non-mandatory
reserves, and given the low levels of
agricultural income, shareholders of-
ten hesitate to allocate too much of
their co-operative's result to reserves,
particularly as the shareholders have
no access to reserves unless they are
capitalised. However,as we have seen,
incorporating reserves into the share
capital of a co-operative is limited in
accordance with life annuities, which
is poor compensation when viewed
against monetary erosion.

Grants

In France, there has in recent years
been an acceleration in the reduction
in state credits to encourage invest-
ment in the agro-alimentary sector.
As things stand at the moment, these
national subsidies no longer meet the
needsoftheenterprises. Thereareeven
fears that the reductions will mean
that the Community grants which are
available to the European agro-alimen-
tary sector will be under-utilised by
French enterprises.

Provisions
In order to retain a minimum profit
level in the enterprise, and in the inter-
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ests of economic prudence, the boards
of co-operatives often decide to set up
provisions. These can be subsequently
used, for example, to renew assets, or
for statutory interest during a subse-
quent financial period, or for divi-
dends, etc.

Capitalisation ofdividends and interest
Inorder to avoid exhausting the funds
of their co-operatives, annual general
meetings sometimes decide to capital-
ise the dividends and share interest
that they have decided to pay out.

This practice is widespread. Its only
drawback ison the tax front; the share-
holders have to pay income tax on the
dividends and interest thatare capital-
ised.

Another option is to decide to pay out
dividends and share interest, but to
retain the funds in a current account
for a limited period of time. In this
instance, the shareholders' current ac-
countsdo notcountastheirown funds,
but as medium or long-term debts to
the co-operative.

Bank loans

Bank loans have diversified a great
deal in recent years. Alongside tradi-
tional short-term and medium-term
loans we now have spot credits, cur-
rency loans, etc. The range of loans
available will continue to diversify.

In addition, the trend towards cutting
out bank mediation has enabled new
formulas to be set up by organising
face to face meetings between enter-
prises. This has led, forexample, to the



creation oftreasury papers (on the lines
ofthe "commercial papers" used in the
United States), and these have been
fairly widely used by co-operatives.

However, relying on bank loans has its
limitations. Bank loans incur finance
charges, which are a burden on co-
operatives' operating overheads, re-
ducing their profits and thus reducing
their self-financing capabilities. Infla-
tion has for a long time masked the
problem by lightening the real finan-
cial burden, but the reduction in the
rate of inflation means that the full
impact of the finance charges is now
being felt.

New Methods of Finance
Agricultural co-operatives can use the
following financial tools to back up
their own financial resources or their
medium-term or long-term debts: equi-
ty shares, co-operative investmentcer-
tificates, bonds.

Equity shares

The Law of 12th July 1985 opened up
the possibility for agricultural co-op-
eratives of issuing equity shares inor-
der to improve their own financial re-
sources. Shares of this type representa
debt of lowest order for the issuing
company, so they are categorised in
the enterprise's own funds, but with
the proviso that the owners do not
have voting rights so they do not
change the power structure within the
enterprise. In effect, these count as a
security that falls somewhere between
a share and a bond.

The only event in which reimburse-
mentismade is ifthe issuing company
goes into liquidation or, at the compa-
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ny's discretion, during the lifetime of
the company (given that any such re-
imbursement cannot be made beforea
period of seven years from the date of
issue has passed).

These measures enable the company
in question to have the funds that this
generates available for as long as it
wants, with the decision about any
scheduled reimbursement being its
only obligation.

Remuneration consists of a fixed ele-
mentand avariable element. The fixed
element mustrepresentat least 60% of
the nominal value of the shares. The
fixed element may act as a reference to
a variable rate, such as the Verage Li-
ability Rate, whereas the variable ele-
ment is calculated on elements relat-
ing to the issuing company's activities
or results, as shown in the annual ac-
counts.

The objective of an agricultural co-op-
erative issuing equity shares is thus to
increase the enterprise's share capital
by a fairly significantamount, thereby
increasing its borrowing potential
withouthavingtocallonexistingmem-
bers to increase the share capital.

I would stress that it isimportant for a
co-operative issuing this type of share
to maintain the level of its results. If
they fail to do so, existing members
will not be pleased to see the value of
their returns diminished due to exces-
sive financial charges arising from the
remuneration of equity shares. How-
ever, the fact that there is a variable
elementon thereturn ensures thatany
interest paid out will,at leastin part, be
dependent on the financial perform-
ance of the co-operative.



Eight years after the Law was passed,
we can also benefit from a certain
amount of hindsight with respect to
the use that has been made by agricul-
tural co-operatives of this new finan-
cial tool.

Some co-operatives have issued equi-
ty shares which can only be bought by
their existing members or by savings
organisations with which they have
close links. Two large co-operatives,
one of which (L'Union Laitiere
Normande) has experienced known
difficulties, and the CANA (a large
polyvalent co-operative in the west of
France), raised 350 million Francs of
capital on the financial markets and
have registered these shares on the
official register.

The experiences of co-operatives in
using equity shares to increase their
own share capital thus shows that it
has both positive and negative effects.
On thedownside, there have only been
a limited number of issues (less than
half a dozen), there has been limited
interest by the financial markets in a
tool that is relatively unknown and
deemed tobetoocomplex, theamounts
of the issues have been too low to
interest institutional investors who
normally purchase this type of finan-
cial product, and there have been diffi-
culties in stimulating the market and
in maintaining rates under difficult
economic conditions.

However, we should not forget that
theexperience of these enterprises, and
particularly of those who have entered
the financial markets, has positive ele-
ments in terms of reputation and im-
age,aswellasinsimple financial terms.
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The difficulties experienced by the
ULN, which I mentioned earlier, had
little to do with the issuing of equity
shares, which they did in 1987 and
1988.

Investment Certificates

Co-operative investment certificates
(known as CCls in France) are bonds
that are included in the capital, giving
the bond holders a pecuniary right on
the results and a right to the compa-
ny's assets, although they do not be-
stow any voting rights.

The Law of 3rd January 1991 on co-
operative bodies stipulates that the
successive issuing of CCls must not
represent a cumulative total of more
than 50% of the capital stock of the co-
operative. Thisisto preventasituation
where holdersofCCl bondsown more
than half of the net assets, to the detri-
ment of the co-operative and its mem-
bers. Where an agricultural co-opera-
tive issues CCls, the proportion of the
co-operative's results that correspond
to the proportion of the capital stock
made up by CCIs will be subject to
corporation tax.

Bonds

The Law of 3rd January 1991 gave back
to agricultural co-operatives the op-
tion of issuing bonds (a right which
had been taken away from them under
the Law of 24th July 1966, which re-
stricted the issuing of bonds to limited
companies).

This is an interesting provision, even
if, given the specific nature of their
status, co-operativesare unable toben-
efit from all of the innovations that



have since appeared on the bonds
market.

New Associates

Non-co-operative associates

The provisions of the Law of 3rd Janu-
ary 1991 enable new categories of non-
co-operativeassociates tobring capital
into the business without affecting the
co-operative characterofthecompany:

- Employees of the co-operative, its
subsidiaries and agricultural co-
operative bodies of which it is a
member. The Law of 1972 (Article
L.522-3 of the rural code) had al-
ready made provision for employ-
eesofthe agricultural co-operative,
but the text was both too broad and
too restrictive, because when a co-
operative had to transfer part of its
activities (and thussome of its staff)
to a SICA or to a commercial sub-
sidiary company, the employees
who were previously employed by
the co-operative could no longer
count as non-co-op associates.

Now that the concept of co-opera-
tive groups has been established,
employees of the co-operative
group can be non-co-operative as-
sociates of the parent co-operative.

- Creditorganisations and their sub-
sidiaries, aiming to take a
shareholding.

Previously, only the Caisse nationale
de credit and its subsidiaries could
buy shares. The mutualisation of
the Caisse nationale de credit agricole
and the considerable growth of fi-
nance companies no longer justi-
fied differential treatment for the
credit agricole.
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- Investment funds ofacompany set
up by its employees.

Thisisavery interestingdevelopment,
and most co-operatives are receptive
to it. This measure is intended to en-
able a savings fund set up by the em-
ployees of a co-operative to invest in
the co-operative.

Bearers of preferential shares
Preferential share were created under
the Law of 13th July 1992, thus mod-
ernising the cooperation status.

These shares are purchased at their
face value, and may be purchased by
co-operative associates and non-co-
operative associates. They are freely
negotiable between associates; inother
words, they are freely redeemable, the
only formalities being those needed
for transfers from one account to an-
other.

The specific advantages of this type of
share are defined by law inaccordance
with co-operative principles. In the
absence of any more precise defini-
tion, it seems that one advantage may
be that they attract a higher rate of
interest than shares issued on entering
or setting up the co-operative.

At a practical level, these provisions
should encourage members to invest
in their co-operatives by making the
return over and above the normal
shareholding more attractive.

Finance for Subsidiaries
General overview

The scenario where a base co-opera-
tive holds shares in subsidiaries in the



form of SICA (societed'interetcollectif
agricole) orincommercial companies,
eitherdirectly or through a union with
other bodies, is still widespread.

In such cases, where itbecomes neces-
sary to increase the capital of the sub-
sidiary, the co-operative may itselfac-
quire the new shares if it has sufficient
funds to do so, or it may encourage
finance establishments to invest both
in the co-operative and the subsidiary,
the resultant increase in the co-opera-
tive's own capital enabling it to main-
tain or even increase its stake in the
subsidiary's capital.

The Law of3rd January 1991 facilitates
these measures in that it enables fi-
nance establishments to become non-
co-operative associates.

In most cases, these operations are
shareholding operations with an un-
dertaking to withdraw after five or six
years, and with the co-operative re-
taining an option on the shares.

The holding company system
Increasingly, co-operative groups ofa
certain size are structuring themselves
around holdingcompanies which sim-
ply coordinate their shareholdings in
various subsidiaries.

Under this new system, co-operative
groups have set up a parent organisa-
tional structure for industrialand com-
mercial activities upstream of the for-
mation of holding companiesand sub-
holding companies which control the
capital of subsidiaries and which hold
minority stakes in other companies.
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The parent co-operative thus holds all
the shares, directly or indirectly, in the
downstream companies that process
and market the products produced by
the co-operative, in terms of an agro-
alimentary holding company thatgen-
erally takes the form of a limited liabi-
lity company.

This scenario can be rendered more
complex by the creation of sub-hold-
ing companies for each sector of acti-
vity, the objective being to group to-
gether all the downstream companies
working in the same field. These sec-
tor-specific sub-holding companies,
which are financed by dividends from
the subsidiaries, can then re-invest in
the co-operative asa whole, thus offer-
ing considerable flexibility.

The upstream activities (supply) and
the serviceactivitiesare still performed
directly by the co-operative, or they
may be delegated to companies that
are directly controlled by the co-op-
erative.

By making a clear distinction between
upstream activities and downstream
activities, investment by financial part-
ners can be at any of the group's three
organisational levels (parent body,
holding company and subsidiaries) in
order to reflect their specific natures:

- The parent body (coop or union)
often hassignificant financial needs
in order to back up its own capital
with securities which are reim-
bursablebutwhich attract novalue-
plus. At this level, financial part-
ners may become involved as non-
co-operative associates.



Co-operative investment in French rural environment.

- The holding company has signifi-
cant financial needs for its subsidi-
aries, and may appeal for external
capital from finance organisations
of its choice with no legal restric-
tion, offering them remuneration
and, if necessary, an opt-out.

- Finally, the industrial or commer-
cial subsidiaries are of great inter-
est to investors where the enter-
prise isof sufficient size and profit-
ability to anticipate floatation on
the stock exchange, the anticipated
returns being significant.

Common law subsidiaries may obvi-
ously use all classical means of attract-
ing finance (rights issues, forexample)
and of accessing the financial markets.

69

By way of example, we will cite the
case ofVilmorin, which isa subsidiary
of the Limagrain co-operative and is
the leading European seed manufac-
turer. It will be floated on the Paris
exchange in the autumn.

Financial partners are also able to se-
lect the sector of activity which they
wish to finance, without contributing
to the results of the group as a whole.

To our minds, this is not a question of
setting up multiple levels of holding
companies aiming to raise capital, but
rather to organise the development of
agroup inarational manner around a
"parent co-operative" which retains
control.



In co-operative groups which operate
with a holding company, theco-opera-
tive remains the key element of the
group. However, it is not the hub of
commercial, technical and financial
activity. It is the owning body of the
group, and thus manages thecash flow
of the subsidiaries.

Conclusion

Overthe lastten years, there have been
considerable developments in the fi-
nancing of agricultural co-operatives.
Alongside self-financing and tradi-
tional bank loans, there now exist far
more sophisticated tools and tech-
niques which ultimately provide ac-
cess to the financial markets. How-
ever, there are fairly significant fiscal
implications, which may limit their
usage.

We have not yet reached the limits of
creative thinking in this field, and ag-
ricultural co-operatives, in common
with othercompanies, continue to seek
to optimise their finances by using in-
creasingly sophisticated procedures:
management of interest rates and the
use ofdifferent meansofcover (SWAP,
options on SWAP, CAP, options on
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CAP, FLOOR, TUNNEL, etc), consid-
eration of new products that may in-
terest the relevant financial markets
(Agri Epargne, agricultural company
savings plans, interest-bearing current
accounts, etc).

Asageneral rule, the solutions that the
enterprises find to their finance prob-
lems have adetermining effect on their
future and on their control. Agricul-
tural co-operatives are as susceptible
to thisrule asany othercompany. Will
these new means, these new legisla-
tive tools, enable agricultural produc-
ers to remain masters of their own
destiny?

Theanswer will depend largely on the
cohesion oftheco-operativeenterprise,
on the quality and depth of the links
between theco-operative and itsmem-
bers. A constant commitment to infor-
mation exchange and to training will
enable co-operatives to develop their
capital stock, their self financing capa-
bilities, which, in conjunction with ac-
cess to external sources of capital, will
safeguard the future of co-operatives
and ensure that their control remains
in the hands of their shareholders.



The Co-operative Bank's

Ethical Stance

by Terry Thomas*

Basic Co-operative Values

The worldwide co-operative move-
ment has been engaged in reviewing
its historical basic co-operative values
and principals and considering their
relevance to differentco-operative sec-
tors of economic activity, both now
and in the future.

We have already enjoyed the benefit of
the research conducted by Sven Ake
Book on these subjects and now the
torch has been picked up by lan
MacPherson, who is charged with the
responsibility of reporting back to the
1995 Congress in Manchester with his
conclusions and recommendations.

Ido hope that every co-operative, and
every sector of co-operative activity,
hasbeen givingseriousthoughtto these
issues as they have, do, and will affect
their particular position in the market
place.

If they have not, then they still have a
year or so to pick up the challenge,
otherwise we shall all be the poorer
through not having received the bene-

* Mr Thomas is Managing Director of the Co-
operative Bank in Manchester and President of
the International Co-operative Banking
Asssociation.
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fit of their experience, and they will
also be the poorer for not reconsider-
ing the basic values of co-operation as
they affect, or could beneficially affect,
their businesses.

As it happens, this request from the
International Co-operative Alliance
coincided with a fundamental Research
Programme which we, the Co-opera-
tive Bank of Great Britain, commis-
sioned in 1988.

However, before moving to the next
stage of my presentation, let me make
it clear that, unless your co-operative
hasalready and successfully addressed
itself to the classical marketing issues
of product, price, place and distribu-
tion, the basic co-operative values are
redundant, since, inthe modern world,
wecannotexpect businessjustbecause



we are a co-operative: we must first of
all ensure that we have the right pro-
duct, in the right place and time, at an
acceptable price, supported by appro-
priate promotional activity. What
every sole trader, small and medium
sized enterprise, national and interna-
tional company and, hopefully, every
co-operative enterprise isalso looking
forisa clear differentiation from com-
petitors, ideally asustainable differen-
tiation.

Revised Mission Statement
As lwassaying, in 1988, we decided to
review our mission statement. We
were fortunate, since we notonly had
our own history since 1872 to consider
and the history of the British co-opera-
tive movement since 1844 to embrace,
butthewritings ofsuch gurusas Robert
Owen (1781 to 1858) whom we regard
as the founder of the Co-operative
Movement.

Examination of the copies of the mis-
sion statement, produced by a mix of
senior management, reveals an open-
ing paragraph in relation to innova-
tionand profits which could have been
written for almost any bank. How-
ever, this is followed by eight princi-
ples or basic values related to socially
desirable activity. So what this mis-
sion statement is saying, in the most
simplistic of terms, is that we are here
asaco-operative bank to make a profit
adequate enough to at least fund our
expansion programme. However, as
we are doing that, we must operate
within the parameters oftheeightprin-
ciples listed and, accordingly, we must
be acting in a socially desirable man-
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ner and, as bankers, we shall seek ou
funding opportunities, the end pur
pose of which is by definition sociall)
desirable.

So, as you will hear later, we are inevi-
tably forced to announce with whom
we will, and with whom we will not,
do business, quite apart from whether
or not such activity would generate
profits for the bank.

Positioning Statement

As a result of introducing the clear,
bold and co-operative mission state-
ment embracing, as it does, our co-
operative basic values and ensuring
through our annual appraisal system
that thisapproach to business is being
practised in the marketplace, all kinds
of new initiatives were generated
within the bank: from winning a na-
tional training award for our quality
training programme, through to acus-
tomer charter which broke the mould
of custom and practice in the market-
place and which was, and remains,
beneficial to our customers. In fact,
this different approach to the market
has already won us some halfa dozen
national awards and countless thou-
sands of favourable column inches in
the newspapers and the equivalent
time bites on television.

But how, you might ask, were we able
to draw this advantage from our mis-
sion statement and basic co-operative
values? It was only at this stage, and
some four years later, that we put this
question toouradvertisingagency and
gave them not only our mission state-
ment but a positioning statement of



how we saw ourselves in the market-
place. Meanwhile, for three years, we
had been engaged in an enormous re-
search programme, asking more than
30,000 of our customers their views on
the importance of ethics in banking,
what our position was, and what they
thought about ethical issues in terms
of people, animals and the environ-
ment.

Our previous ethical position had, in
the main, been built up by custom and
practice over a hundred years and
more, by resolutions of our board or
that of our parent company, U.K. Co-
operative Congress or meetings of the
ICA Congress. But those ethical rules
remained unpublished, and were only
something our employees picked up
over time.

The product of that massive research
became available early in 1992 and
was published in May 1992 as the
bank's 'Ethical Policy'. No other Brit-
ish bank has ever published an ethical
stance, and our publication was re-
garded as sensational by the media:
with front page headlines, significant
in-depth articles in the business pa-
pers and magazines, and several min-
utes of analysis on every television
station.

Advertising

The advertising agency came forward
with a very dynamic, bold and imagi-
native seriesofad vertisements for tele-
vision and the newspapersaround the
theme of what the co-operative does
not do, placing the responsibility on
competitors toadmit they did do these
things or follow us with their own
ethical stance.

Results

Although we did not mention a single
bank service, and taking into account
my earlier remarks about the need for
the classical marketing mix of product,
place, price and promotion, we have
experienced an enormous growth in
our deposit base in both corporate and
personal sectors. Secondly, awareness
of our co-operative bank and the gen-
eral perception ofour bank has signifi-
cantly improved, however you meas-
ure that perception.

The Next Phase

The next phase of our programme is to
return to research and, through the
actual or potential customers in our
targetmarketand major charities (who
are also concerned with some or all of
our ethical issues), develop and ex-
pand our ethical stance.

No competitor bank has as yet been
able to respond to our challenge and,
when we have completed the second
stage of our research programme, it
will be very difficult for anyone to
deny us the high ground on this issue.

We believe that we have identified a
real differentiation from our competi-
tors, and the evidence to date is that it
will remain a sustainable differentia-
tionand all we are doing isadvertising
basic co-operative values, updated to
reflectthe modern world and the needs
of society and communities today.

Product Ethics

Looking to the future, we shall be ex-
amining ways in which each financial
service can be related back to our ethi-
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cal stance: e.g. the link between the
R.S.P.B. and our Visa affinity card.

In simplistic terms, we see our ethical
stance as our heavy artillery, disrupt-
ing and distracting our competitors,
with ethically sound services as our
tanks able to capture market share
through being appropriate in terms of
the product, the price, the place and
supporting promotion, and with our
employees being the foot soldiers who
follow behind this campaign and en-
sure a high quality after-sales service
to enable us to retain the business so
captured.

Relevance and Wider Application
What we have rediscovered is that the
strength and longevity of the philoso-
phy, ethos, principlesand basic values
of co-operation are as relevant today
as they were 150 years ago.

They are relevant in business terms
and membership terms. Why do we
not take them moreseriously and open
upatrading advantage which ourcom-
petitors will find impossible or very
difficult to counter?

Mission Statement

The Co-operative Bank Group will con-
tinue todevelop asuccessfuland inno-
vative financial institution by provid-
ing its customers with high quality
financial and related services whilst
promoting the underlying principles
of co-operation which are...

1. Quality and Excellence

To offer all our customers consistent
high quality and good value services
and strive for excellence in all that we
do.
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2. Participation

To introduce and promote the concept
of full participation by welcoming the
views and concerns of our customers
and by encouraging our staffto take an
active role within the local commu-
nity.

3. Freedom of Association
To be non-partisan in all social, politi-
cal, racial and religious matters.

4 . Education and Training
To actas a caring and responsible em-
ployer, encouraging the development
and training of all our staff and en-
couraging commitment and pride in
each other and in the Group.

5. Co-operation
To develop a close affinity with or-
ganisations which promote fellowship
between workers, customers, members
and employers.

6. Quality of Life

To be aresponsible member of society
by promoting an environment where
the needs of local communities can be
met now and in the future.

7. Retentions

To manage the businesseffectively and
efficiently, attracting investment and
maintaining sufficient surplus funds
within the business to ensure the con-
tinued development of the Group.

8. Integrity

To act at all times with honesty and
integrity and within legislative and
regulatory requirements.

Positioning Statement

The Co-operative Bank is a different
kind of bank, committed to an alterna-
tive, socially responsible approach to



the provision of banking services. We
aim toachieve thisby ensuring that we
areboth responsible and conscientious
in regard to where our money comes
from and what we do with it.

Our Ethical Policy
The Bank's position is that:

1. Itwill notinvestinorsupply finan-
cial services to any regime or or-
ganisation which oppresses the
human spirit, takes away the rights
ofindividualsor manufactures any
instrument of torture.

2. It will not finance or in any way
facilitate the manufacture or sale of
weapons to any country which has
an oppressive regime.

3. Itwill encourage business custom-
ers to take a proactive stance on the
environmental impact of theirown
activities.

4. Itwill actively seek out individuals,
commercial enterprises and non-
commercial organisations which
have a complementary ethical
stance.

5. It will not speculate against the
pound using either its own money
or that of its customers. It believes
itisinappropriate fora Britishclear-
ing bank to speculate against the
British currency and the British
economy using deposits provided
by their British customers and at
the expense of the British tax payer.
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6.

10.

11.

12.

It will try to ensure its financial
services are not exploited for the
purposes of money laundering,
drug trafficking or tax evasion by
the continued application and de-
velopmentofits successful internal
monitoring and control procedures.

It will not provide financial servi-
ces totobacco product manufactur-
ers.

It will continue to extend and
strengthen new standards of bank-
ing practice through adopting in-
novative procedures on status en-
quiries and customer confidential-
ity ahead ofany other British bank.

It will not invest in any business
involved in animal experimenta-
tion for cosmetic purposes.

It will not support any person or
company usingexploitative factory
farming methods.

It will not engage in business with
any farm or other organisation en-
gaged in the production of animal
fur.

Itwill notsupportany organisation
involved in blood sports, which it
defines as sports which involve the
training ofanimalsor birds to catch
and destroy, or to fight and Kkill,
other animals or birds.

We will regularly reappraise custom-
ers' views on these and other issues
and develop our ethical stance accord-
ingly.



Innovation in Economic
Development and Job Creation

by Claude Beland*

The Province of Quebec is a nation of
some seven million people distributed
over a territory three times as large as
France and forty times the size of Swit-
zerland. This territory is divided into
over 1,500 municipalities. Itseconomy
is generating a Gross Domestic Prod-
uct of some 160 billion Canadian dol-
lars, which givesitspopulation astand-
ard of living comparable to that of
people living in Austria, Belgium and
the Netherlands. In terms of GDP,
Quebeccomes eleventh among OECD
countries. Finally, within the North
American demographic environment
comprising some 300 million English-
speaking persons, French is the lan-
guage of 80% of Quebec's people.

A Major Financial Network

Overtheyears, the menand women of
Quebec have builta full-fledged finan-
cial institution called the Mouvement
des caisses Desjardins which has been
for some time, throughout Quebec, a
major network of financial institutions
responding to the financial needs of
the Province's various economic
agents. Italsoisamodern dynamicco-

*Mr Beland is President of the Mouvement des
Caisses Desjardins in Quebec.
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operative organisation whose mission
is to contribute to the economic and
social well-being of individuals and
communities.

Today, 93 years after the first caisse
populaire was founded by
Alphonse Desjardins, more than
4,500,000 persons are members of the
1,325 local caisses populaires or credit
unions, linked together by a direct-
access data processing system. The
local Desjardins caisse is the lone fi-
nancial institution in no less than 675
towns in Quebec.

The caisses are regrouped into federa-
tions which, in turn, have set up a
Confederation whose role mainly con-
sists in orientation and coordination
functions, as well as supervision of the
activities and representation for the



"Mouvement's" individual compo-
nents. The federations and the Con-
federation have also set up a central
finance facility and a security fund.
Besides, three more federations of
French-speaking caisses populaires in
three other Canadian provinces, On-
tario, Manitoba and New Brunswick,
are affiliated with the Desjardins Con-
federation.

Finally, in addition to its savings and
credit sectors, the network of Des-
jardinscaissesownsand controlssome
15 complementary corporations oper-
ating in the fields of insurance, trust
services, industrial and commercial
credit, investment, discountbrokerage,
transportation of securities and credit
card services.

The Mouvement Desjardins is also in-
volved in the development of savings
and credit co-operatives in Latin
America, the Caribbean, Africa, Asia
as well as in Central and Eastern Eu-
rope.

As at December 31, 1992, the various
components of the Mouvement des
caisses Desjardins held combined as-
sets of 56.5 billion Canadian dollars,
which means that, over the years, the
"Mouvement" has gained a most in-
teresting share among the suppliers of
financial servicesinQuebec, now serv-
ing two-thirds of the province's popu-
lation. We are actually ahead ofall our
competitors in each majorsavings and
credit market in Quebec. The prov-
ince's leading financial institution and
largest private employer, Desjardins
can count on over 17,000 elected vol-
unteer officers and 36,000 employees.
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First of all, a Co-operative

The size and the continued growth of
the Mouvementdes caisses Desjardins
did not result from chance or from an
obsession with profits or power. Our
progress and success were in fact due
to the pride of people, to their confi-
dence in themselves, and their strong
social conscience, as well as to dedi-
cated hard work. Then, if all these
factors worked out well, it was be-
cause of the co-operative nature of the
project laid out and initiated by Mr.
Desjardins.

Itistrue that the savings and creditco-
operative model defined by Mr.
Desjardins at the end of the last cen-
tury centred on one majorconcern: the
gathering ofeveryone'ssavingsso that
they could be used for the develop-
ment of each one of them, first in his
community, then in his town or re-
gion, and eventually for the whole
province of Quebec. Solidarity and
responsibility are, no doubt, basic fea-
tures of Desjardins' conception of de-
velopment.

That whole approach has guided the
Mouvement des caisses Desjardins
over the years towards projects sup-
porting development for the people of
Quebec. This involvement, however,
respected the true values of co-opera-
tion: liberty, autonomy, self-help, re-
sponsibility, etc. and was staged in
continued collaboration with the com-
munity. Asa matter of fact, Desjardins
did not get involved in a continued
process of development in order to
implement its own solutions, or even
to implement ready-made solutions.
The Mouvement did not ask govern-



ments for help or encourage people to
make claims in all regards. What the
Mouvement did, rather was to get to-
gether with the community's actors
and to help them take control of their
affairs, to look for solutions with them
and to support them in their concrete
actions to ensure development.

A Changing Society

I firmly believe that today, as our envi-
ronment is deeply changing and the
rules of the game are evolving at a fast
pace, promoting responsibility and
self-helpamong our fellow citizensisa
natural attitude. Aswassaid by French
scientist Albert Jacquard, «We are cre-
ating a new planet». Drastic transfor-
mations have been impacting on the
dynamicsofnationsand on theworld's
economies. Thecommunicationsrevo-
lution is also generating a never-be-
fore-experienced circulation of goods,
capital and people.

Meanwhile, at the social and political
levels,empires are crashing down and
some new countriesor national identi-
tiesnotyet heard of, or keptin thedark
fora long time, have come to the fore.
Developmentsofequal importanceand
magnitude havealsobeenoccurring in
the area of technology.

Butthisglobalisation ofeconomiesand
markets definitely has negative im-
pacts on an increasing number of indi-
viduals and territories. Efficiency,yield
and performance figures have come to
betheonlyyardsticks ofdevelopment.
Of course, you have to produce more
and more and to improve on quality
while guaranteeing the best price for
yourconsumer, which will ensure that
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you are able to compete in today's
world economic context. Butyou must
not forget that thismodel will generate
a series of costs which many econo-
mists, still comfortable within their tra-
ditional theories and even trying to
stretch these to the new-found plan-
etary dimensions, tend to overlook:
endemicunemployment,depopulated
towns, youths migrating to larger cen-
tres, citizens growing dependent on
State programmes and the ensuing
degradation of the economy and envi-
ronmental alterations, etc.

Of course, the economy is an impor-
tant parameter for itwill enable people
to exchange goods and services. But
the economy isno more than a means:
itisnotan end in itself. Up to a certain
point, the economy is like a form of
cancer, through which it is no longer
serving humans, but humans them-
selves are serving the economy. You
end up feeling that you are no longer
living in a society, but in an economy!

Employment, a Key to our Future
We all know that the significant struc-
tural changes now taking place and
the really tough competition among
the most industrialised countries are
leaving more and more persons with-
out true opportunities. InQuebec, for
instance, unemployment figures are
nearing 13%, representing some
450.000 individuals. In Canada, over
1.600.000 personsareunemployed, that
is 11% of the country's labour force.

Yet, the high costs of unemployment
have been much documented. For us
in Quebec the economic cost of unem-
ployment, when measured as a loss of



output or national income caused by
the underutilisation of human re-
sources amounts to a full 20 or 25% of
its GDP. And the economic costs are
only the tip ofthe iceberg since they do
not reflect the social costs of unem-
ployment conveyed in the form of in-
creased demands for health and wel-
fareservices due to stress, illness, alco-
hol abuse, crime...

Here in Europe, the problem of high
and prolonged unemploymentisgrow-
ing and has been an issue among your
populations. The membercountries of
the European Economic Community
(EEC) are currently reporting 10% un-
employment up from 3 to 5% in the
early Seventies. Thisisfairly similar to
our situation in Quebec and Canada.

You cannot turn your back on such a
trend and you must not accept itas a
fact of modern life. This calls for alter-
natives, itcalls fora new economic and
social order, one offering away up for
alotofindividuals and regions, itcalls
fora new model of development, one
making the most of the huge potential
not yet tapped of local and regional
economic activity. Ina word, econo-
mies will only be prosperous if you
build on local forces, be these human,
financial, technical or natural, in order
to create stable and durable jobs.

Employment, we must remember, ac-
tually isthe lifeblood enabling a region
and its population to develop. |If
Quebec, just likeseveral otherso-called
developed countries, is confronted
with declining birth rates,environmen-
tal pollution and youth alienation, the
employment issue is, 1believe, para-
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mount to all these problems. Forem-
ploymentisbasictoone'ssecurity and,
by way of consequence, to the oppor-
tunity one will be given to settle down
and start a family, to get involved in
the community's social and economic
life and, eventually, to be involved in
the development ofsociety. Inasmuch
as we are setting employment as a
priority issue in economic develop-
ment programmes, we must by all
means encourage the creation ofenter-
prises.

But for these enterprises to be sources
of stable and durable jobs, their crea-
tion must not result from foreign ini-
tiativesor governmental decisions, but
must result from thecommunity'sown
desire and determination. That is
what some specialists are now pro-
moting when referring to "endogenous
development". From within the coop-
erative world, whatwe can see in these
instances is the principles of self-help
and mutual aid being widely imple-
mented.

Ofcourse, the presenceof natural, tech-
nological, financial and structural re-
sources will play an importantrole but
thecommunity members, beforeevery-
oneelse, with theirideas, theirwilland
their ability to use these resources in
conjunction as a genuine tool for de-
velopment, for themselves, are those
who can inthe long term guarantee the
strength of the local, regional and na-
tional economy.

To support these statements, | would
now like to report on three achieve-
ments in which the Mouvement des
caisses Desjardinswasclosely involved



and inspired by the spirit and true
values of cooperation: the Forum for
Employment, the Qualite-Quebec
Project and the setting-up of regional
investment corporations.

The Forum for Employment
The Forum for Employment isa wide
collaboration table launched in 1989 in
order to make everyone aware of the
importanceofemployment. Itisbring-
ing together representatives from all
the major socioeconomic partners of
our society: employers' associations,
unions, the cooperative movement,
universities, municipal boards, youth
associations,women'sgroups, cultural
communities, etc. In that project, we
choose not to include the upper levels
of governments in order to make sure
noonewould turn the problem over to
them and restate their traditional list
of claims.

At our very first meeting, we did not
really know how to address the issue.
Our different views were exchanged
by answering successively this simple
question: "Do you feel responsible for
the employment situation in our soci-
ety?" Each one of us, cautiously stay-
ing behind the walls of hisown field of
activity, declined such a responsibil-
ity, pointing a finger at someone else,
especially those who have political
power. Shortly after, a new question
came to our minds and on the agenda:
"Buthow could ourelected representa-
tives ever solve this tough employ-
ment problem ifwe, the socioeconomic
partners, are not ourselves concerned
enough with thisissue tostartacting?”
We then realised and agreed that em-
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ployment was a shared responsibility.
This exercise in partnership, in em-
powerment and job promotion has
been a true success. Firstly, because
the programme is still going on after
close to four years and continues to
bring together, within the national
Forum and in regional Forums, the
various socioeconomic agents. Sec-
ondly because beyond awareness and
exchanges, the Forum has paved the
way to revised attitudes and mentali-
tiesand has led to concrete actions and
opened up on increasing numbers of
local initiatives.

One regional concertation table, for
instance, has produced a brochure en-
titled "Batis-ton-emploi" or Design
Your OwnJob intended for those seek-
ing information on job training, job
hunting, job creation and on-the-job
training. Thisbrochure givesinforma-
tion on private and public agencies in
the region that may help people find
jobs. Anotherexample isan inventory
of over 400 graduates of vocational
training from the community and de-
signed to help these youths to find a
job. This publication included a pho-
tograph and a description of the quali-
ficationsofeach graduate and wasdis-
tributed to the region's majoremploy-
ers.

Elsewhere,some40employers madea
jointcommitmentto maintain existing
jobs, to encourage the hiring of local
manpower and to prevent further ob-
stacles by welcoming innovative in-
sertion projects. Finally, the people of
anotherregion recently launched what
they call a «Resource Exchange» which,
by being accessible to the world of



education, will help its agents better
inform the youths and adults on the
realities of the workplace. The same
agency had previously initiated a
projecttoencourage thecommunity in
supporting the development of the
entrepreneurship abilities and poten-
tial of their unemployed.

Inshort, these few examples taken from
a long list of experiences are proof of
the desire of the Forum for Employ-
ment to identify promising solutions
to the employment problem, with the
input and support of all interested
socio-economic partners.

As you can appreciate, our Forum for
Employment is based on the "Think
globally, act locally” approach. This,
in my mind, represents the most dy-
namic and most practical approach
because, by making the people of all
communities feel responsible for their
own development, you will allow eve-
ryone there to make the most of their
energy, of their creativity and dyna-
mism and you will put all their talents
at work. This is how you can help
people become active taxpayers and
consumers. For, in fact, when deci-
sionsare made and actionsaredirected
from a few remote centres, the major-
ity will become passive claimants
whose talents and energy will be liter-
ally turned off. I am truly convinced
that regional and local development
calls for the dynamic, active involve-
ment and for the combined efforts of
individuals in theirown communities.

Qualite-Quebec
The men and women who are making
Desjardinsall seethemselvesas partof
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the solution. We positively believe
that we can make a difference with our
daily actions, with our choices as citi-
zens and consumers. You cannot ex-
pect or even hope that your factories
will keep running if you're always
buying imported goods. If we want
our enterprises to produce and to gain
access to wider markets, would you
say that we should, at the very least,
allow them to hold a strong share of
our own markets? When quality is the
same and prices are similar, why
should we chose not to support our
own enterprises?

With these concerns in mind, the
Mouvement des caisses Desjardins,
along with various socioeconomicpart-
ners (manufacturers' associations, un-
ions, farmers' associations, coopera-
tives, etc.) initiated the campaign la-
belled «Qualite-Quebec», an effort in-
tended, from the very beginning, to
get everyone acting together, be they
consumers, manufacturers, distribu-
tors, social bodies, the media or gov-
ernments, to create jobs and re-ener-
gise the economy of Quebec.

Several surveys have showed that,over
thecourse ofoneyear, replacing $1,000
worth per household of imported
goods by products made in Quebec
would add up to 100,000 more jobs. In
other words, reallocating under $20 of
our weekly budget would take unem-
ployment figures down by 2% and
would push economic growth up 3%.

Of course there will always be some-
one to argue that buy-at-home policies
are self-centred gestures and are con-
trary tocurrent trends towards world-



wide trade. We can respond however
that our frontiers may be opened to
international market without allow-
ing our whole economic space to be
invaded. | would even say that our
opening does in fact call, more than
everbefore, foran ability towork more
closely among us and to strengthen
our enterprises, as well as the various
sectors of our economy, so that they
may gain enough energy to act as effi-
ciently as possible in the new competi-
tive marketplace. We mustremember
that other nations involved in the
globalisation of trade have demon-
strated that, namely Americans, Euro-
peans, and the Japanese.

Thiseconomic gesture is a sound one,
even more so since it is based on a
voluntary, no-cost solidarity effort. In
today's economic conditions, this ini-
tiative aiming at job creation is made
more necessary by the fact that recov-
ery has been weak and that govern-
ments and consumers are still much in
debt, while enterprises are often de-
nied any profit. Through Qualite-
Quebec all economic agents are en-
couraged not to spend more and get
deeperindebt,or to pay no attention to
the quality and the prices ofgoods, but
rather to displace, in what they are
already buying, imported goods by
quality,competitively-priced products
from Quebec, with the sole purpose of
helping to maintain or create jobs.

This project, | might add, goes along
with the globalisation trend of mar-
kets and strong competition as it is
emphasising the high quality of our
products and developing a new stra-
tegy focussing on our own areas of
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excellence: furniture, clothing, phar-
maceutical goods, biotechnologies,
transportation, bio-food products. The
Qualite-Quebec campaign, definitely,
is not a self-centred gesture but rather
an information campaign stressing the
quality of goods made in Quebec. At
the same time, it is respecting the free
choice ofconsumers, much to the pleas-
ure of economists.

Regional Investment Corp.
Once again guided by our desire to
educate people so that they will take
their responsibilities and also to act in
solidarity with the people of Quebec,
but this time in an area of operations
much more familiar to us, the area of
finance, we have been much enthused
and truly proud to become a leading
partner in the creation of the network
of regional investment corporations
(the RICs).

This is highly important for Quebec.
At a time when governments will be
less and less able to play an active role
in economic development, thanks to
the regional investment corporations
set up all across Quebec, in all regions
of the province, there will be someone
to listen to, to help and to encourage
the dynamism of business people, to
foster the local and regional entrepre-
neurship. Inthe savings and creditco-
operativemodeldrawn by our founder
Alphonse Desjardins, Man has always
come first.

Regional investmentcorporations will,
insome ways, represent the extension
of that philosophy since people from
each community will be responsible
for analysing and supporting their re-
gion's dynamism.



The result of concerted efforts with
three other Quebec-based financial
organizations, including one of our
main competitors, RICs will grow,
within two years, into a network of
some twelve corporations operating
with subscribed capital of some 90
million Canadian dollars.

These corporations will make invest-
mentsranging from $50,000 to $500,000
and, in addition to financial support,
they will be actively involved in the
strategic management of recipient en-
terprises.

The mandate of these corporations is
clear: they must recruit intelligent,
open-minded and aggressiveentrepre-
neurs; they must identify those with
good projects and who have shown
firm managementintheirpastendeav-
ours. We will be there to help them
turn theirdreamsand expectations into
reality.

The objectives are clear too: first, the
blossoming of a second generation of
entrepreneurs who will be investing in
human resource managementasmuch
as in marketing, so as to improve the
ability of Quebec goods to compete;
second, enabling regions to achieve
better development without solely re-
lying on large centres.

Decentralising powers will help indi-
vidual regions to achieve that and to
create the jobs, and also to achieve
sustainable prosperity. By way ofcon-
sequence, in the long term, our invest-
ment corporations will help prevent
theerosion ofregions,adrainextremely
costly in all respects. So, the RICs
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should ensure improved comple-
mentarity between a strong metropo-
lisand dynamic regions.

Local Development Initiatives
Finally, beyond these three national
experiencesinsolidarity and concerted
action, | would like to mention the
involvement of our local caisses who
have beenconstantly and continuously
supporting high numbers ofeconomic
developmentand jobcreation projects.

These local experiences, often secur-
ing the financial support needed by
industrial developmentgroupsor per-
mitting the acquisition of community
facilities, are not innovative actions as
such or largeenough tocatch theeye of
national media. These are no
megaprojects but we can see in our
regions that, at a time when popu-
lations are diminishing and, conse-
quently, the social fabric is altered,
numerous smaller achievements are
making people proud of themselves
and their communities.

A first achievement will often trigger
asecond oneorsimply the extension of
the initial projectand so on, all leading
up to a process of continued local and
regional initiatives.

This is what we, in Desjardins, are
calling the small steps technique, un-
derwhich what matters isnotthe length
of the step but the fact that you are
taking a first step, then another one,
and so on. As you know, in a small
community, creating 10, 15, 25, 50 or
100 jobs may be enough to keep the
whole town alive.



Conclusion

The Forum for Employment, Qualite-
Quebec and the Regional investment
corporations represent for us success-
ful innovative experiences for eco-
nomic development and job creation.
And theirsuccessisnotdueasmuch to
the contents of projects as to the actors
themselves and to the efforts made,
first, by the people of the community
who are contributing their creativity,
their dedication and their resources in
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order to build a real lever for develop-
ment, for themselves and their fellow
citizens. In the process, they are
strengthening the economy and help-
ing create jobs.

In a word, these experiences are de-
monstrations ofthesound and enlight-
ening idea shared by our founder
Alphonse Desjardins to the effect that
«the union for life offers more than the
struggle for life».



The Co-operative Bank of

Kenya

by Erastus K. Mureithi*

Kenya is primarily an agricultural
country and about 80% of the popula-
tion live and work in rural areas. Ag-
riculture provides employment to
nearly 70% of the nation's workforce.
The sector also serves as the main
source of raw materials for the ex-
panding agro-industry and remains
the largestsource of foreign exchange.

The role of the Co-operative Move-
ment in the Kenyan economy is evi-
denced by the factthattoday the move-
ment accounts for about 45% of Ken-
ya's GDP, and about 50% of Kenya's
total population isdirectly orindirectly
associated with the Movement. The
Movement has, in addition, continued
to serve as a major means of bringing
its members to a market economy
through its established links in mar-
keting, supply of inputs and consumer
goods, savings and credit, housing,
manufacturing, handicrafts,and trans-
port.

A large number of people derive their
livelihood from other employment
suchas Governmentor the private sec-
tor. Savings and Credit Co-operative

* Mr Mureithi is the Managing Director of the
Co-operative Bank of Kenya Ltd.
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Societies (SACCOS) have been formed
by these employees in order to mobi-
lise savings. Members are able to bor-
row from their accumulated funds
banked with the Co-operative Bank of
Kenya (CBK).

Over the years, co-operative societies
have continued to bank with the com-
mercial banks. These were happy to
accept savings and deposits but laid
downrigid lending conditions prevent-
ing members from borrowing. Hence
the need for the CBK.

The Structure ofthe Movement
The Movement is composed of four
levels: primary (Primary Co-operative
Societies), secondary (District Co-op-
erative Unions), tertiary (Country-
wide Co-operatives),and apex organi-
sations.



Primary Co-operative Societies are
generally categorized according to their
main lines of business - agricultural
marketing and consumer.

Co-operative Unions are formed by
primary societies usually on the basis
of specificcommodities. A districtco-
operative union is a union which ca-
ters for all the co-operative societies in
a district.

Provision of different services such as
accounting, transportation, purchas-
ing of farm inputs and stationery, sav-
ingsand credit facilities, education and
training of employees and committee
members has been centralised at the
district co-operative unions. Gaining
economies of scale has been the major
impetus behind this centralisation.

Country-wide Co-operative Institu-
tions act as the umbrella organisations
which specialise in specific products
or services. The Kenya National Fed-
eration of Co-operatives (KNFC) isan
apex organisation to which other co-
operative enterprises are affiliated.
However, primary co-operative socie-
ties in areas where there are no co-
operative unions are allowed to join
KNFC, or countrywide co-operative
organisations.

Ministry of Co-op Development
Although the Ministry of Co-opera-
tive Development does not form part
of the formal structure itis, in reality, a
principal player in the management of
co-operatives. Itsrole is toensure that
the Co-operative Movement is devel-
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oped according to co-operative princi-
ples and that it is properly managed
The Ministry justifies its intervention
in co-operative management because
it finances or guarantees loans and
advances for some of the Movement's
activities.

The Organisational Structure
In terms of its management the Bank,
which is essentially a co-operative, is
administered by annual and special
general meetings, a board of directors,
committees and sub-committees, and
itsown Management. Members ofthis
administrative machinery are by and
large drawn from the entire Co-opera-
tive Movement, which isa proofof the
strong links between the Bank and
other Co-operative institutions. The
Bank also has connections with the
financial sector, including the Central
Bank of Kenya.

Links with the Movement
TheCo-operative BankofKenya'saims
and objectives are to 'mobilise finan-
cial resources from the Co-operative
Movement and other sources so as to
create funds for providing credit, tech-
nical know-how, and a range of other
banking services to the co-operative
sectorin particular,and tothe publicin
general'. The Bank generates funds to
be utilized to the bestadvantage of co-
operative members; to fund agricul-
tural development in collaboration
with other financial institutions; and
toprovidecompleteand efficientbank-
ing services for the benefit of its mem-
bers and the public at large. The links
which are directly derived from these
aims and objectives are described be-
low.



Shareholders and Policy-Makers

The Bank, which opened in 1968, is
wholly owned by Co-operative Socie-
tiesand Unions. Itstarted with ashare
capital of only KShs. 225,000, but by
June 1992 the share capital had risen to
KShs. 183 million. This phenomenal
growth is a reflection of the increasing
support that the Bank has been getting
from its shareholders. On its part, the
Bank has been very keen on raising
share capital both to finance its ever-
expanding branch network and to en-
sure that it conducts its lending busi-
ness without violating the relevant
provisions of the 1985 Banking Act.

All registered Co-operative Societies,
Co-operative Unions, and Country-
wide Co-operative organisations are
eligible to be members of the Bank.
However, a co-operative must first
acceptthe Bank's Bylawsand purchase
the minimum shareholding laid down
by these bylaws.

In accordance with the co-operative
principles, the Bank's members have
powers to decide on all the important
mattersconcerning itsoperations. They
are represented at the Bank's AGM,
which isattended by districtdelegates.

However, day-to-day management is
delegated to paid management, which
derivesits mandateand operation poli-
cies from the Board of Directors. The
Board of Directors consists of 15 mem-
bers, ten of whom are elected at the
delegate's Annual General Meeting,
and five Government nominees from
the Ministries of Finance and Co-op-
erative Development who have no
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voting powers. The Managing Direc-
tor, who is the Secretary to the Board,
isappointed by the Board of Directors.
Therefore, the control of the Bank con-
tinues to be in the hands of the mem-
bers who own it.

Although the Bank began witha mem-
bership of only 191, it now has a total
membership of 2,897 co-operative so-
cieties.

Co-operatives have been, and still con-
tinue to be, the Bank's main customers
in two fronts: as sources of deposits
and as customers for the Bank's
loanable funds. Since its inception, the
Bank hasobtained more than two thirds
of its deposits from the Co-operative
Movement.

Tomeetitslending objectives the Bank
reliespartlyonitsown fundsand partly
on funds from Governmentand donor
agencies. Over the years, the Bank has
received a rapidly increasing amount
of loanable funds, which means it is
able to provide more credit to deserv-
ing co-operative customers.

Initially, the financing of production,
processing, and marketing of agricul-
turalcropsdominated the Bank's lend-
ing activities. Later on the co-opera-
tives diversified their activities, and
the Bank's lending categories widened
toincludecredit forotherbusinessand
investment activities and personal
loans. All the Bank's schemes are sub-
ject to availability of funds, are con-
tinuous and operate within the Bank's
lending policy and also within the
statutory requirementsdictated by the
Government.



Theoperation ofthe Co-operative Pro-
duction Credit Scheme illustrates the
unique link between the Bank and the
Agricultural Marketing Co-operatives.
Under this scheme the Bank provides
credit to the Co-operatives to finance
purchase of inputs as well as product
processing, storage, packaging, trans-
porting, and marketing. The market-
ing of the product is done through a
Co-operative and/or a marketing
board. Farmers are paid for their pro-
ducts through a co-operative organi-
sation. Each farmer is issued with a
passbook which is used to withdraw
money from the District Co-operative
Unions. The farmers only withdraw
the amount of money that will meet
their current financial needs. The rest
issaved. This payment system has led
to development of Co-operative Un-
ion Banking Sections (UBSs). TheUBSs,
which are gradually being converted
into Rural SACCOs, in turn deposit
the farmers' savings into the Co-op
Bank. The Bank is then able to extend
credit to the farmers through the Co-
operative Societies. Thisarrangement
has contributed immensely to Kenya's
socioeconomic development.

The Bank plays a similar role as far as
the operations of urban SACCOs are
concerned. The SACCOs deposit their
members' savings with the Co-opera-
tive Bank, and members may then ap-
ply for loans which are up to three
times the value of their savings. Thus,
the Co-operative Bank functions as a
'‘Central Bank' of the Co-operative
Movement.

Up to now the Bank has been able to
meet the Movement's credit needs by
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granting short-term loans of up to two
years and medium-term loans with a
maximum period of five years. How-
ever, with the recent establishment of
Co-operative Finance Limited,awholly
owned subsidiary of the Bank, it is
hoped that it will be possible to serve
the mortgage and long-term financial
needs of the Co-operative Movement
and the general public.

Government and Donor Funds
Governmentand donor funds forcred it
schemes are channelled to co-opera-
tive members through the Bank. Since
its inception, the amount from this
source has been increasing rapidly,
particularly over the past few years
from KSh 214,000 in 1968 toover KSh 1
million in 1992,

During the past twenty five years these
funds have sponsored 14 credit
schemes through the Co-operative
Bank of Kenya.

All fourteen schemes were designed to
increase food production in the small-
scale sector; strengthen the infrastruc-
ture of co-operative societies; create
employment for the rural people; and
provide supplementary funds for de-
veloping the Co-operative Movement.

The following are examplesofsix gov-
ernment sponsored schemes which
have recently been streamlined:

Smallholder Coffee
Scheme (SCIP)

The Kenya Government, the World
Bank, and the Commonwealth Devel-
opmentCorporation have jointly spon-

Improvement



sored thisscheme, and which has been
administered by the Co-operative Bank
in two phases. SCIP (1980-1991) in-
volved therehabilitation ofsmall-scale
coffee holdings and existing coffee fac-
tories, construction of new factories
and installation of mechanical coffee
dryers. It also funded the supply of
coffee farm inputs. Owing to the ex-
haustion of funds in 1991, the Scheme
became dormant. However, the Bank
is still recovering the loans and the
Scheme will resume as soon as more
funds become available.

SCIP Llisthesecond phase whichcom-
prises the Cherry Advance Payment
System (CAPS) and the Farm Input
Loans (FIL). CAPS enables farmers
who are members of, and who sell
their coffee through, a co-operative
society to get their payments before
the coffee is processed and sold, while
the FIL enables co-operative societies
to purchase farm inputs. FIL does not
cover the purchase of capital items.
The Bank evaluates the creditworthi-
ness of co-operatives before loans can
beadvanced. The co-operativesare, in
turn, required toon-lend to theirmem-
bers at the same interest rate.

Co-operative Development Fund (CDF)
CDF is funded by the Nordic Coun-
triesthrough the Kenyan Government.
Provision ofcredit facilitiesforpromo-
tionofagricultural production inareas
whereco-operativesare lessdeveloped
isitsprimary objective. Activitiessuch
as land preparation and purchase of
farm inputs for the growing of sugar
cane, coffee and pyrethrum are fi-
nanced on strict business terms.
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Small-Scale Irrigation Pilot Project &
Development of Horticulture

The scheme is funded by the Kredist-
anstall fur Wiederaufbau (KFW) of
Germany through the Kenya Govern-
ment. Financing of construction of
coffee factories, development of irri-
gation farming, installation of saw
mills, purchase of farm inputs and ve-
hicles as well as the provision of re-
volving funds for horticulture is the
principal objective of this credit
scheme. Terms and conditions de-
pend on the activity being financed,
but all loans must be secured.

The Dairy Development Fund (DDF)
DDF isa DANIDA and Kenyan Gov-
ernment-funded scheme. Only dairy
co-operatives benefit from this project.
The loan-recipient societies on-lend to
their members for a variety of activi-
ties, including the purchase of dairy
animals, restocking stores and invest-
ment in dairy facilities. The market
rate of interest is charged, and when
financing the purchase of vehicles for
transporting milk the dairy co-opera-
tive must raise 5% of the finances itself.

Kangundo Women Project (KWP)
KWP is a pilot project begun in 1989.
Financed by Swedish Savings Bank
Association (SSBA) through the Kenya
Government, thebeneficiariesare non-
agricultural women'sgroups affiliated
to the Kangundo Women Multi-pur-
pose Savings and Credit Co-operative
Society Limited. The project will be
extended towomen'sgroups through-
out the country.

Asisthecase with several other donor-
funded projects, funds are released by
the donors, through the Government



of Kenya, to the Co-operative Bank,
which lends the funds directly to the
Women's groups. So far, the interest
charged has been only 6% perannum.
This project became the Kenya/Nor-
dic Women's Development Project in
1991.

Kenya/Nordic Women's
Development Project

This project, started in 1991, is funded
by the Nordic Countries. Financing
non-agricultural women's activities
classified under weaker co-operative
societies is the primary objective of
this project. The Co-operative Bank
releases the funds only againstsuppli-
ers' invoice/s duly signed by all the
relevant officials.

Although the donor-funded projects
briefly reviewed here have somewhat
different termsand conditions of lend-
ing, they all aim to improve the socio-
economic performance of the Co-op-
erative Movement. Their overriding
requirement is that the Co-operative
Bank must manage donor-funded
credit schemes to the satisfaction of
donoragencies. Undoubtedly, this link
between donor agencies, Bank, and
Co-operatives is expected to intensify
in the years ahead.

The Education and Training Role

One problem that has been facing the
Co-operative Movement is the lack of
co-operative education and training
forstaff members and officials. Where
members of a co-op are illiterate or
lack knowledge about the rules and
workings of co-operatives, they are
likely tobe manipulated and misled by
unscrupulous and selfish leaders.

Obviously, remedying this problem i<
a big challenge. However, several in-
stitutions including the Universities,
Co-operative Bank of Kenya, the Co-
operative College of Kenya, and the
Kenya National Federation of Co-op-
eratives provide education for co-op-
erative training.

For instance, the Co-operative Bank of
Kenya Staff Training Centre, which
was established in 1987, offers a
number of training courses to the
Bank's employees and to the Staff/
Management Committee members of
Co-operative Societies. These courses
last from one week to one month and
address themselves to three main ar-
eas:

a) The Bank's Services: The topics
covered in these courses relate to
thetypes ofaccountavailable at the
Bank and theiroperatingconditions
aswellas thetypesofcreditschemes
offered.

b) The Special Schemes Managed by
the Bank: Thistraining programme
tries to acquaint the co-operative
customers with the terms and con-
ditionsthataccompany donorcredit
schemes.

¢) General Management Principles:
These courses involve educating
customers, particularly staff and
membersofthe ManagementCom-
mitteesof the Co-operatives, on the
fundamentalsofmanagementwith
a view to raising the management
skills of Co-operatives.

In addition to the utilisation of the
Centre for its own training pro-
grammes, the Centre is used by other



Co-operative-related Organisations.
Examples are the Kenya/Nordic Co-
operative Development Programme,
the Ministry of Co-operative Develop-
ment, Co-operative Societies, the In-
ternational Co-operative Alliance
(ICA), DANIDA, and the Kenya Un-
ion of Savings and Credit Co-opera-
tives (KUSCCO).

Business Advisory Services

In order to effectively provide busi-
ness advice to co-operative customers,
the Bank has established a Business
Advisory Services Department. Its
main tasks and responsibilities are
appraisal of loan applications for large
investments; monitoring and evalua-
tion of large projects already financed
by the Bank; initiation and coordina-
tion of research and planning work in
the Bank; and advising co-operative
societies on project selection and de-
sign.

Besides being a commercial Bank, the
Co-operative Bank isbasically a devel-
opment bank. As such, it advises its
customers on investments, financing,
marketing, and merchandising. Thus,
the Bank's commitment to serve its
customers goes beyond its initial ob-
jectives. Itextends and participatesin
the protection of the customers' in-
vestments.

Furthermore, Bank Loan Officers are
stationed in all branches. Their pri-
mary function isto meet the Bank's co-
operative customers in their respec-
tiveareas ofoperationand advise them
on the best way to utilize the Bank's
services and facilities, as well as deter-
mining their banking problems and/
or needs.

a1

Thisiscertainly aunique service, since
other Commercial Banks wait for cus-
tomers with investment problems to
approach them for advice. Moreover,
while other Commercial Banks charge
forsuch advice, the Co-operative Bank
offers this service to itscustomers free
of charge.

Yet another unique customer-service
that the Co-operative Bank extends to
its co-operative customers is the regu-
lar annual meet-the-members pro-
gramme. Under this programme the
Chairman and Board of Directors go
on a countrywide visit and address
members at various centres. During
such tours the members of the Board
exchange views and interact with the
Bank's membersand customers on the
activities and quality of services of-
fered by the Bank.

Movement-to-Movement
Collaboration

In practice, Movement-to-Movement
(MTM) collaboration takes placeat two
different levels. First, the link can be
betweenaco-operative aid agency and
a co-operative organization in Kenya.
Second, the collaboration can be
through direct links between the co-
operative organisation receiving the
aid and a co-operative organisation in
the donor country. The Co-operative
Bank has been involved in both types
of link.

The Kenya/Nordic Co-operative De-
velopment Programme (KNCDP) of
1988-93 has been the focal point of
these links. Its Rural Banking Project
was designed as an MTM component



to be implemented under the auspices
of the Co-operative Bank. The overall
objective of the Project was, and still is,
tocontributetothedevelopmentofthe
rural banking organisations into effi-
ciently managed and financially sound
institutions through which agricultural
producers are ensured access to credit
and savings facilities which contribute
to increased production. The Co-op-
erative Bank has contributed im-
mensely toward the attainment of this
objective.

Apart from promoting the transfor-
mation of UBSsintoindependentmem-
ber-based rural SACCOs, the Bank has
utilised its own resources as well as
those provided by the MTM Project to
upgrade the quality of their manage-
ment. This contribution has consisted
of continuous advisory assistance by
three banking specialists in the field,
development and implementation of
improved management systems, con-
duct of training based on materials
and programmes developed through
the Bank's Training Centre, and regu-
lar inspection of the UBSs/rural
SACCOs. The Bank hasalsoappointed
a Rural SACCO Training Coordinator
to takecharge ofrural SACCO training
activities, with the Nordic Banking
Training Advisoras the Officer'scoun-
terpart.

The Bank has, for some years now,
established links with Bikuben of Den-
mark. These linksaim at providing the
Bank with access toadvanced banking
management practices through study
visitsand practical training for its staff.
Needless to say, a more highly quali-
fied staffisable to extend better service
to the Co-operative sector.
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Recently, the Bank has also been able
to initiate collaboration with the
Okobank Training Institute in Finland.
The Institute has undertaken to ar-
range a combined training and expo-
sure programme in Finland for rural
SACCO managers. Thus, the CBK has
very strong links with both the Co-
operative sector in the Nordic Coun-
tries (Swedish Co-operative Centre,
Bikuben of Denmark, Okobank of Fin-
land, etc) and with Kenya's rural and
urban SACCOs.

The NordicCountriesalso have strong
links with the Kenya Federation ofCo-
operatives (KNFC) to which the Co-
operative Bank isaffiliated. These col-
laborative efforts have mainly centred
on thedevelopmentofa printing press
and on the education and training of
KNFC staff.

Future Links

The future links of the Co-operative
Bank and the Co-operative Movement
will be guided by its policies and long-
term objectives. Itisexpected that the
Bank will broaden and intensify its
links as outlined hereunder.

a) Share Capital
The Bank will continue to intensify
and widen its capital base so as to
finance the rapidly-expanding
branch network and to conform
with the lending requirements of
the 1985 Banking Act. The mem-
bers will therefore be requested to
increase their shareholding; non-
member co-operatives will be en-
couraged to become members; and
the Bank will investigate the possi-
bility of issuing shares to individu-



b)

c)

d)

als without compromising the
Bank'scontrol by the Co-operatives.

Education and Training

The Bank will also intensify its co-
operative education and training
activities. The Training Centre will
continue to offer co-operative-re-
lated courses and seminars for the
benefit of co-operators. In addi-
tion, the Bank will offer support to
all co-operative financial organisa-
tionssuchas SACCOs,Union Bank-
ing Sections, KUSCCO and other
unions in offering their financial
services. The support will be in
terms of training in computer and
financial managementas well as in
developing banking halls. The Bank
hopes to play a more central role in
the computerisation of the whole
Co-operative Movement, which is
why itagreed tobea foundermem-
ber of the Co-operative Develop-
ment Information Centre (CODIC).

Long-term Credit and Mortgage
The Bank's newly-established Fi-
nance House will endeavour to sat-
isfy the long-term credit needs of
the Co-operative Movement
through its Co-operative Finance
Company.

Privatisation Process

The economic reforms currently
being undertaken in Kenya will
more than likely lead to a more
competitive businessenvironment.
The co-operative organisations
must therefore expect some of their
hitherto unchallenged socioeco-
nomic operations to come under
more scrutiny. Co-operatives are
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e)

f

already being asked to participate
in the privatisation process. The
Co-operative Bank will, where ap-
propriate, provide the necessary
credit facilities to enable the Co-
operative Movement to purchase
some of the State Corporations be-
ing privatised.

Urban Informal Sector Projects
Itisestimated that the informal sec-
tor (Jua Kali) in the urban centres
accounts for about 60% of urban
employment. The Bank would like
to establish links with this sector
with the aim of tapping additional
savings, and at the same time offer
credit on flexible terms. The Bank
intends to use mobile vans which
will take banking facilities to the
informal traders and hawkers in
their operating areas. It is hoped
that such assistance will eventually
lead to the spontaneous develop-
ment of Co-operatives in the infor-
mal sector.

Development of New Products

In order to broaden its links with
the Co-operative Movement, the
Bank will, in the near future, intro-
duce aCo-operative Card to enable
ittoenter the field of plastic money.
The aim of the new product will be
to satisfy the unmet needs of co-
operators with reasonably high and
steady incomes who would other-
wise be tempted to shift to compet-
ing banks offering this service.
Eventually, the Co-operative Card
will bedeveloped intoacreditcard.
The Bank anticipates that a charge
card will be popularwith the urban
SACCOsasitwill beused to pay for
some oftheirexpenses like fuel and



hotel bills. The Bank will also intro-
duce other products including
Guaranteed Cheques and Chil-
dren's Accounts.

Strengthening Advisory Service
The Bank intends to strengthen its
Marketing and Public Relations, and
Business Advisory Service Depart-
ments. Thesewill beexpected todeter-
mine customer requirements, conduct
feasibility studies, and develop and
deliver superior customer care.

Movement-to-Movement Links
In addition to meeting the costs of the
Nordic technical advisors, the MTM
programme will fund training mate-
rial development and equipment; im-
plementation of seminars and work-
shops; Rural SACCO inspection; insti-
tutional links; systems development
and computerisation; staff travel and
field operations; and rural SACCO
impact study. Thus the MTM support
will aim at consolidation and further
developmentofthe Bank'ssupportrole
in relation to rural SACCOs. The Bank
will, in the years ahead, assume in-
creasing responsibility for the funding
of rural SACCO activities, particularly

94

Moca Savings Credit Co-op Society -
one of the rural SACCOS in the
Western Province of Kenya.

for staffing and other overhead ex-
penses.

Conclusion

The Co-operative Bank of Kenya has
been in existence for only twenty-five
years. During thatrelatively short time,
and despite operating in a highly com-
petitive financial sector it has grown
into the country's fifth largest bank.
This achievement has been attained
notwithstanding the fact that, as a co-
operative, the Bank has to operate in
the high financial risk segments of the
market that its competitors usually
avoid.

The secret of the Bank's success is that
its Management has judiciously estab-
lished and professionallyadministered
strategic links with the local agricul-
tural Marketing Co-operatives and
SACCOs, as well as with the Nordic
Co-operative Movement. Butto main-
tain the momentum, the Bank must
intensify and widen its links. In par-
ticular, it must actively participate in
the on-going trade liberalisation and
privatisation process, intensify its co-
op education and training, and vigor-
ously encourage further development
of movement-to-movement links.



Toward an Improved Financial
System in Latin America

by Ramiro Valderrama*

At COLAC we believe in the impor-
tance of clearly spreading the word
regarding our System's current mis-
sion, in which changes in the financial
environment define the rules and di-
rection to be followed, through ad-
equate planning, by contemporary co-
operative institutions.

A Latin American co-operative finan-
cial system has been taking shape for
some years now, and in 1970, with the
birth of COLAC, a task of integration
was initiated, the purpose of which is
to create a coherent financing mecha-
nism for co-operative development in
the region.

There is a common denominator in
this theme, which is that the idea of an
international co-operative financial
system had its origins within the ICA
some decades ago, through reports,
speeches, motions, and resolutions, as
Sven Ake Book states in his Report to
the Thirtieth Meeting of the Alliance in
1992. The author points out that today
we have a successful movement of
creditunions, co-operative banks, and
insurance companies. And the ques-

* Mr Valderrama is General Manager of the
Latin American Confederation of Savings and
Credit Co-operatives in Panama.
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tion being asked is: what ifthey should
co-operate amongst themselves to cre-
ate, for instance, 'regional co-opera-
tive development banks', working
jointly with the ICA regional offices?

1992 Economic Environment
International organisations have ar-
rived at the conclusion that 1992 has
seen a satisfactory economic recovery
in Latin America and the Caribbean
for the second consecutive year, de-
spite a persistent slowness of growth
in the world economy. The open mar-
ket policies conceived at the outset of
this new decade have become the cor-
nerstone of economic strategies
adopted by a majority of the countries
in Latin America. Inpointof fact, open
financial policies have permitted a sig-
nificant increase in imports and the
introduction of new technologies.



Prudentfiscaland money management
remained predominant in the region,
due to the fact that most Governments
stuck to their policies of expenditure
moderation and global demand adop-
ted in 1991, which held back inflation
to a significant degree.

Preliminary estimates set real annual
growth rates at up to 10 percent in
some countries. Existing reforms that
arealready welladvanced inalmostall
nations of Latin America involve liber-
alisation of commerce, privatisation,
tax reform, the reform of social secu-
rity systems, and the strengthening of
social services systems.

Market integration presents nations
with new options, and it has provided
additional stimulus to commercial ac-
tivity in 1992. The countries that make
up MERCOSUR have substantially re-
duced tax barriers, preparing for free
trade in 1994. The Andean Pact na-
tions have established a network of
agreements in order to promote com-
mercial activity. The opening of inter-
regional trade is opening the way for
new marketstrategies. Note that Mexi-
can ties to the U.S. and Canadian mar-
kets, through the Free Trade Agree-
ment (NAFTA), have led some Central
American and Caribbean nations to
seek opportunities for exportation to
Mexico inorder to thereby gain access
to the United States.

Colombia and Venezuela are evaluat-
ing the concept of free trade with
Mexico, not only for ease of access to
the U.S. market, but also to access the
Mexican market itself. On the other
hand, the Initiative for the Americas
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complements NAFTA in boosting the
opening of markets and liberalisation
of trade policies in the region.

COLAC's Financial Co-operation
As is the case inother financial sectors,
co-operatives have evolved in an in-
teresting manner, in view of the
changes that occur in the environment
in which they operate. We have credit
unions in all Latin American coun-
tries, and co-operative banks mainly
in Argentina, Colombia, Costa Rica,
and Panama. Here, we want to perfect
the co-operative financial integration
oftheregion. In Panama, inJanuary of
1993, the Confederated Bank of Latin
America (COLBANCO), which is re-
sponsible for leading the regional bank-
ing network, opened forbusiness. This
year the Banco Mayorista del Plata in
Argentina also opened for business
and will, togetherwith COLABANCO,
work jointly in support of banks and
financial co-operatives in different
countries in their local and interna-
tional operations.

Consolidated 1991 statistical data from
the Latin American financial co-opera-
tive movement reveals that the agen-
ciesassociated with theConfederation
have 17,000 agenciesaffiliated to them,
with 6.7 million members. Members'
assets were calculated as USS$
3,915,986,370 and savingsreached US$
2,165,774,272. Balance due on loans
was placed at US$ 2,816,732,411.

Development Strategy for the Nineties

In order to act within the Latin Ameri-
can environment, and with the idea of
keeping the co-operative financial sys-



tern in place, COLAC established de-
velopment strategies for the system in
the 90s based on the realities of each
one of the system's components, con-
sidering the General Assembly's deci-
sions, and based on information re-
ceived at planning sessions held in the
different countries in the region. So
then, strategies were established in the
followingareas: developmentofanew
philosophical concept, financial devel-
opment, institutional development of
self-controls, and regarding the role of
the Government.

Developmental Model

In order to implement Development
Strategies, itbecame necessary to have
participating operational structures
and adequate service structures, in ac-
cordance with thecurrentrealitiesand
those anticipated for the future of the
environment in which the system is to
operate. The COLAC system's devel-
opmental model is the mechanism for
the application of the System's devel-
opmental strategies and its compo-
nents are the following: Social Base,
Participatory Structure, Corporate
ServicesStructure,and Administrative
Structure of the Confederation. The
general objective of the model is to
establish adequate mechanisms in or-
der to facilitate the implementation of
developmental strategies, thereby
meeting its objective ofcontributing to
the economic and social development
of Latin America.

Corporate Service Structure

The service structure was conceived
with attention to the corporate focus of
the COLAC System and predicated on
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each agency's market base. COLAC,
as the main agency in the system, de-
velopsrepresentational, planning, and
institutional credit activities. The task
of representing the system at the inter-
national level will be performed by
COLAQC, in order to project a unified
image and facilitate coordination with
the different international agencies.

The COLAC Educational Foundation
(FECOLAQC), deals with educational
and technical assistance services, which
arecomplementary services thatexpe-
rience has shown must be joined to-
gether in order to facilitate the gaining
of better results in terms of technical
and educational support for its mem-
bers. FECOLAC developseducational
and technical assistance programmes
financed by international organisa-
tions, by COLAC, or by itsown benefi-
ciaries.

Banking services are provided by the
Confederated Bank of Latin America
(COLABANCO), which operates with
banking industry criteria, according to
the legal standards in place in Panama.

Confederated Bank of

Latin America

The mission of the Confederated Bank
of Latin America (COLABANCO) is
that it should become the regional
banking institution of first order, con-
tributing to the economic and social
development of Latin America in sup-
port of the co-operative movement.
COLABANCO initiated its activities
in Panama's Regional Banking Centre
on the initiative of COLAC, which put
up the capital required for itsconstitu-
tion. So, COLABANCO's offer of ser-



vices is made up of two important
objectives: the Latin American Co-op-
erative Sector's Regional Correspond-
ent Banks, and Local Banking in the
Republic of Panama, with priority, in
both cases, given to the development
of foreign trade.

Thus, the idea of COLABANCO as a
double opportunity presents itself, co-
inciding with the evident lack of an
institution for the promotion, coordi-
nation, and development of corres-
pondence in co-operative banks and
financial institutionsatregional levels,
contributing to the development of lo-
cal co-operatives.

The bank's automatization guarantees
high productivity and will allow per-
sonalised service. The bank isdirected
by a group of executives with experi-
ence in international and domestic
banking, who have implemented dy-
namic and innovative ideas from the
outset.

TheConfederated BankofLatin Ameri-
ca's market objective is segmented as
follows:

Regional Correspondent Banking

The basic goal is to form a regional
banking network for the Latin Ameri-
can co-operative sector through
COLABANCO, inotherwords, tounite
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co-operative sector banking institu-
tions inorder to maximise the services
thatthese institutions will require from
abroad, and may therefore extend to
theirclientsthroughoutLatin America.
The services offered have been de-
signed for commercial banking insti-
tutions, co-operative banks, and other
non-bankingagencies, preferably from
the Latin American co-operative finan-
cial sector.

The Co-operative Movement

The Bank's objective is to promote the
co-operative sector's development in
coordination with the co-operative or-
ganisations of integration.

Small and Middle-Sized Business
This segment is made up of non-co-
operative small and mid-sized busi-
nesses, and the thrust is to develop it
with theactive participation of COLAC
and FECOLAC. The specialised serv-
icesoffered involve an integrated tech-
nical and financial assistance pro-
gramme; foreign trade and traditional
banking services and products.

Personal and Private Banking

This segment will be serviced mainly
in order to foster the attraction of re-
sources and place funds with the pro-
fessional and executive sectors, and all
the traditional banking services will be
offered.



The Strategy of Coop Norway

by Steinar Sivertsen*

Three years ago, in 1990, Co-op Nor-
way (NKL) decided upon a strategy
for the nineties. This strategy com-
prises three main components:

1. To clarify the co-operative identity
and use it as a competitive advan-

tage.

2. Toradically improveeconomicper-
formance and to act professionally
in the market.

3. To improve co-operation between

NKL (the central organisation) and
the societies in order to realise the
potential of the organisation as a
whole.

Co-operative identity

Many of NKL's societies and manag-
ers had to undergo a radical change in
attitude: to see their goal as serving the
member, rather than the organisation.

In 1990, Co-op Norway had some
450,000 members, with an average age
of 58 years. In many regions the rela-
tionship with members was of an in-
different, or even negative, character.
The following targets were set:

- the number of members should be
increased to 600,000 by 1995;

* Mr Sivertsen is the Deputy Chief Executive
Officer for Co-op Norway (NKL) in Oslo.
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- the members should make 50% of
their total purchasesinco-op shops;

- theaverageageshouldbedecreased
to 42 by 1995;

- membersshould receive athree per
cent dividend on their total pur-
chases.

An important tool in motivating the
membership and moving towards
these targets has been the electronic
membership card. Being able to func-
tion as a record of dividends accumu-
lated, bank card, and credit card
(Mastercard) and entitling the holder
to claim numerous other advantages,
the membership card has attracted
new,and younger,groups ofthepopu-
lation. It also allows NKL to address
its members personally by direct mail
several times a year.



The results are positive. Today mem-
bership has reached 580,000 and the
average age is down to 52 years. The
membersare active, making more than
50% of their purchases inco-operative
shops.

Economic Performance
In the late eighties the economic situa-
tioninCo-op Norway was rather poor.

From aretail turnoverofapproximately
17 billion NOK, NKL and the societies
made a profitofonly 20 - 30 million. In
many places co-operative shops were
looked upon as unprofessional. The
market share was in decline, and was
down to 22 percent inthe food market.
The following targets were set:

- an annual profit of three per cent
should be achieved by the end of
1995;

- amarket share of 25 percent by the
end of 1995.

Competition has been central to the
process of change. In many places
within the co-operative structure the
attitude has been 'you must buy from
me because you own me'. This had to
bechanged into 'you will buy from me
because | give you the most advan-
tages'.

Fundamentally, it is a question of set-
ting higher professional standards.
Within the co-op family the boards of
directors have, as a general observa-
tion, demanded too little. The same
goes for the managers. To care about
an organisation, to care about people,
is not a question of laissez-faire, itis a
question of challenging people to uti-
lize their full potential.

The results are satisfactory. Last year
we had an increase of 1.7 percentage
points in our market share, and we
now control 24.5 percent of the food
market.

Co-operation within Co-op Norway
In 1990 the relationship between NKL
and the societies was full of distrust
and dissatisfaction. More than 400
societies: 400 legal entities went their
own ways, followed their own strate-
gies.

The target set in 1990 was to make
these 400 different legal bodies act as
one trading organisation with regard
to important business and matters of
co-op identity, whilst preserving their
local differences and local activities.
An ambitious goal!

Broadly speaking, this target has been
approached in two ways: firstly, the
question ofgoods stocked. There isno
reason why a Norwegian on the North
Cape and one in Oslo should use dif-
ferent toilet paper. Consequently, we
obtained a signed agreement from all
of the 400 societies to negotiate price
on behalfof Co-op Norway. The same
was done for 750 other product items,
thus creating what we call a 'basic co-
op assortment'. Instead of 400 buyers
we have now one negotiator. Similar
arrangements have beenimplemented
for other types of shop.

Secondly, we have the question ofcor-
porate identity. Retail trade isincreas-
ingly made up of shop chains, each
with its own corporate image and an
emphasis on one key word: discipline.
This is a very unfamiliar word to the
co-operative world and vocabulary.
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So what do we do? All co-operative
shops are owned and operated by the
societies. The chain concepts, how-
ever, are developed and owned by
NKL. This means that each society
must sign a franchise agreement with
very specific rights and obligations.

The standardised range and the shop
franchising system has allowed us to
maximise internal co-operation, whilst
taking advantage of the variety and
creativity offered the co-operative sys-
tem.

Furthermore, the system has another
advantage. 149yearsago the Rochdale
weavers organised their flow of goods
in such a way as to burden it with as
few costs as possible. Itwas their way

of dealing with what we now call lo-
gistics. Through its restructuring of
shopsand productranges, Co-op Nor-
way is now in a position to follow the
example of the weavers.

As you can see, we have radically im-
proved oureconomicperformance, we
have more satisfied members, better
shops and an improved market posi-
tion. However, we must maintain our
momentum. There are clouds in the
sky. Thissummer we revised our stra-
tegy. Although we will change its
emphasis and priorities, our conclu-
sion is that its three main components
are still valid as the year 2000 ap-
proaches. We believe that the weavers
can still look to Norway without turn-
ing in their graves.



Member Participation:
Past Experience and Future Development

by Masayuki Yamagishi*

Developmentof Co-opsinlapan
Japan's consumer co-operative move-
ment made great strides forward dur-
ing the ten years from 1975 to 1985.
Thisrapid progress was largely due to
two factors: thedevelopmentofalapa-
nese-style system of participatory de-
mocracy involving the founding of the
han groups and the development of
joint-purchase systems and retail out-
lets.

Underlying the development of a par-
ticipatory system centred on the han
groups were the efforts made by co-
operative leaders. These strove to de-
velop the consumer co-operative
movement by drawing on the energy
of its members. They also worked to
ensure that co-operative democracy
was genuine, rather than a mere shell
of representational democracy.

Another factor was the nature of Japa-
nese society itself. Overthe years from
the Edo period to the end of World
War Il Japan had a tradition ofadmin-
istrators who drew on the agrarian
society'scommunity spirit,organising

*Mr.YamagishiisPresidentofCo-op Kanagawa
inJapan.

and deploying community groups skil-
fully as a means of ruling the people.
The co-operatives built on this com-
munity awareness and used it as the
basis for founding the han groups, by
which means they were able to realise
a system of participatory democracy.
Whilst democracy was developing
very slowly, and as women began to
participate more fully in society, co-
operative activities provided women,
and housewives in particular, with a
vehicle for social participation based
on the han groups.

Co-op Kanagawa's Slump

Following this period ofrapid progress,
Co-op Kanagawa entered a slump in
1985. From the perspective of member
activities, thiswas manifestina number
of ways. The han groups began to
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atrophy. Manystopped holdinggroup
meetings, and attendance at group
leader meetings fell. Few wanted to
become committee members, partici-
pation in gatherings and petitions de-
clined, and members' purchases stag-
nated.

The main factors which contributed to
this slump were 1) the absence of a
system to facilitate the participation of
working people. The number of
women working outside the home was
steadily increasing. 2) Slow progress
in the policy adjustments necessary to
respond to the shift in the members’
concerns away from safety considera-
tions toward a much wider range of

issues. 3) The emergence of obstacles
to a functional organisation for co-op-
erative members due to the steadily-
expanding scale ofthe Co-op's organi-
sation. One other major factor was the
Co-op's slowness to increase the scale
of its retail outlets.

InsofarasCo-op businessisconcerned,
the slump was evident in that Co-op
products became less popular as other
suppliersalsobegantoeliminate harm-
ful additives from their pro-ducts; the
Co-op lacked the capacity to enlarge
and upgrade its retail outlets; and it
was also lacking in personnel develop-
ment skillsand management capabili-
ties.

Conceptual Outline of the Co-op Movement
Identity

Peaceful Society ~

1. A society that respects life
2. A society that loves nature
3. A harmonious society

Vision 10 Years Hence

Realisation of a peaceful community
rich in warmth and

interpersonal communication

Production and supply activities
Welfare and cultural activities
A Activities to build peace
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In 1987, Co-op Kanagawa formulated
a long-term plan in order to overcome
the problems and to enable it to make
new strides forward as it approached
the 21st century. Based on this long-
term plan, the Co-op then formulated
a corporate identity programme in
1988.

Aconceptual outlineofthe programme
isshown inthediagramme on the pre-
vious page.

The following six areas were identi-
fied for innovation in the long-term
plan,and theCo-op began taking steps
toward their achievement:

1. Organisation: The creation of a
membership organisation that
would enable everyone to partici-
pate in and to feel part of their co-
operative.

2. Business: The development of a
comprehensive co-operative busi-
ness encompassing every aspect of
life in the community.

3. Membersand employees: The cul-
tivation of initiative.

4. Management: Clarification of the
organisation's functions.

5. Theory and policy: Elucidation of
co-operative theory.

6. Relations: Strengthening of ties
among the consumer co-ops, and
between these and other types of
co-operatives.

Recent Progressand Future Challenges
Since formulating this long-term plan
and beginning to take steps in the di-

rections it defined, Co-op Kanagawa
has made progress in the following
areas:

- Decentralisation through the estab-
lishment of regional committees;

- Transition from a type of manage-
ment based on negative reinforce-
menttoone based onrespect forthe
initiative of members and workers;

- Stimulation and organisation ofac-
tivities in new areas including the
environment, welfare and culture,
as well as in the workers' co-ops.

Items on Co-op Kanagawa's current
agenda include the following:

1. The development of a new demo-
cratic system to counter the decline
of the han groups.

2. The development of systems to al-
low participation of working peo-
ple in co-operative activities and
management.

3. Thedevelopmentofan organicsys-
tem of communication.

4. Furtheringmembereducation, par-
ticularly leader education.

5. Theintegrationofpyramid and net-
work-style forms of organisation.

6. The improvement of staff training
which will enable co-operative em-
ployees to develop their initiative
and help them share members' per-
ceptions in order to strengthen the
partnership between the co-opera-
tive's employees and members.
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The Development of
Hungarian Consumer Co-ops

by Pal Bartus*

The general consumer and sales co-
operatives in Hungary represent an
important part of the retail trade. The
activities of our 273 consumer co-op-
eratives cover practically all the re-
gions of the country, but they are most
influential in rural areas, villages and
small towns. Thanks to their more
than one million members, they are in
day-to-day contact with the popula-
tion. Their activities are mainly con-
centrated in retail trade, with 11,600
shops and 5,000 restaurants.

InHungary, co-operativesare medium
sized enterprises, particularly follow-
ing the privatisation of the big State-
owned retail companies.

The consumer co-operatives operate
according to a federal system, with 19
counties. The 273 consumer co-opera-
tives are also members of the National
Federation of Consumer Co-opera-
tives, AFEOSZ. There is no hierarchi-
cal link between the regional and na-
tional federations. The National Fed-
eration is a central institution, which
represents the members'economicand
social interests.

*Mr Bartus isthe PresidentofCo-op Hungary in
Budapest.

The legacy of the past, the transition to
a market economy, decreasing State
involvement, high inflation, growing
unemployment levels and other cir-
cumstances resulted in a net decrease
in the co-operatives' performance.

The narrowing of the consumer mar-
ket, and the appearance of new com-
petitors resulted in a decreased retail
turnover. Their annual turnover
amounts to HUF104 billion, more than
half of which goes to the food sector.
Their share in retail trade sank to 9
percent, compared with the previous
level of 35 percent.

As a result of the economic setback,
lowerturnovers, high interestrates (35-
38 percent) and growing costs, and
because some co-operatives reacted
more slowly than would have been

105



Hermes is a consumer co-operative which supplies agricultural products to farmers.

desirable, some 40 percent of the con-
sumer co-operatives are currently op-
erating at a loss.

Several co-operatives went bankrupt
and were liquidated. However, the
majority ofco-operatives -despite their
losses - have sufficient reserves which,
if used properly, should help them
over the recession.

Some Government forces have ques-
tioned the legitimacy of the existing
co-operatives, in both political and so-
cial terms. Therefore, the consumer
co-operatives have had to react not
only to the new challenges of the mar-
ket, but also to these political changes.

In 1992, Parliament adopted a new
Law on Co-operatives. This gives the
co-operatives a greater degree of au-
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tonomy. At the same time, a special
Transition Law' obliged the co-op-
eratives to register their accumulated
assets in their members' names, in the
form of 'business vouchers'. The co-
operatives' total assets are valued at
HUF 38 billion, 70 percent of which
are registered inthe members' names.
Theaveragebusinessvoucherisworth
HUF 23,000.

The Transition Law demanded new
elections to the governing bodies, and
permitted mass withdrawal from the
unions. In the majority of cases, the
existing postholders were re-elected.
There wereonly 14 cases ofseparation
from the co-operatives. The member-
ship has adopted the new by-laws in
conformity with the new Law, and the
co-operatives' operational structure
has been altered accordingly.



Theconsumerco-operatives held their
first congress in 1990. A second con-
gress was held in December 1992,
where the main strategic goals and
tasks were set. These are the follow-

ing:

- maintaining competitivity, and in-
ternal restructuring;

- placing the emphasis on trade in
foodstuffsand daily necessitiesand
standardising the network of food
shops and supermarkets;

- creating a co-operative wholesale
system inthecounties, and regions,
and the establishment ofa national
wholesale centre within the frame-
work of AFEOSZ;

- improving the integration of de-
partment stores dealing with non-
food goods;

- emphasising the representation of
economic interests in AFEOSZ ac-
tivities - by coordinating the con-
sumerco-operatives' trading activi-
ties.

Achieving these goals is slower than
anticipated, mainly due to the lack of
capital. The co-operatives do not pos-
sess external financial means, so have
only their own resources to fall back
on. This is why an internal structural
change is taking place, in which those
assets not immediately required are
being sold off.

Thebiggersupermarkets (roughly one
thousand) will remain the property of
theindividualconsumerco-operatives,
but will operate according to a uni-
form style, and will implement a joint

purchasing scheme. Foreign financial
assistance is needed, with low interest
rates, to ensure their technical devel-
opment and modernisation.

Department stores selling non-food
goods also need aradical change. Pre-
viously, clothing used to predominate:
we now need to increase the trade in
technical appliances,agricultural tools,
videos and video games and leisure
products. A merger of the 55 largest
department stores is anticipated and
'CO-OP'departmentstores will replace
the old SKALA-COOP departments
store system.

The establishment of co-operative
wholesale systems is to be accom-
plished through our own efforts, in-
cluding the use of previously-founded
co-operative enterprise

The consumer co-operatives have cre-
ated a new county and regional pur-
chasing organisation called PROCO-
OP. Insome counties they have estab-
lished this purchasing base by buying
up State-owned food wholesale com-
panies. Their main profileisto trade in
foodstuffs and daily necessities. The
operational purchasing societies' an-
nual turnover will be inexcess of HUF
10-12 billion, which represents over 20
percentoftheconsumerco-operatives'
turnover in food and in daily necessi-
ties.

The national purchasing centre, PRO-
CO-OP HUNGARY, works within the
frame of CO-OP HUNGARY. Its main
task is to coordinate the county-level
regional organisations, toorganise joint
negotiations with suppliers, to sign

107



ABC Aruhaz is a chain of supermarkets which provide daily foodstuffs and household articles.

standard agreements and to purchase
non-food goods for the consumer co-
operatives using thecentral warehouse
facilities.

Because of legal limitations, the con-
sumer co-operatives are not as yet in
the position to take part in the privati-
sation of State property. However, itis
already, in principle, possible to buy
up State-owned enterprises, for exam-
ple wholesale food society, bakery or
milling industries. Greater participa-
tion in this kind of privatisation is dif-
ficult because of lack of capital.

The consumer co-operatives wish to
develop expanding economic links,
based on mutual interests, with the
West-European countries. We count
on the commercial co-operation of the
consumer co-operatives in these coun-
tries. We wish to participate in their
joint purchasing and to have continu-
ous contact with INTER-COOP. Our
consumer co-operatives consider ICA

activities to be important, wish to take
an active partinthem, and expect tech-
nical and political support from the
ICA.

Hungarian consumer co-ops wish to
hold their ground with respect to in-
creasingly stiffmarketcompetition. To
do so, political stability is needed.
Unfortunately,at thebeginningof1993
there were some moves to alter the
legitimate co-operative structures by
modifying the Co-operative Law, al-
lowing individuals and small groups
to separate from theco-operatives, and
the resultant withdrawal of assets,
would have resulted in the erosion of
the co-operatives. However, no such
amendment of the Co-operative Law
has taken place.

We are confident that we shall be able
to carry on our work based on the
existing laws, concentrating on those
economic tasks which are in the inter-
ests of our members.
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Strategic Management in
Co-operative Retailing

by Ole Dueholm*

Inter-Coop is an association of 18 con-
sumer co-operative central organiza-
tions in 16 countries in Europe, Israel,
and Japan. Our job is to promote eco-
nomiccollaboration among ourowner
organisations, i.e. any collaboration
which will provide financial benefits
for our owners.

'Strategic Management in Co-op Re-
tailing'isa project which weconceived
in 1992 and implemented in thecourse
0f1993: a series ofinternational educa-
tion programmes and seminars, de-
veloped for senior executives in our
owner organisations.

The specific purpose ofthe programme
istoadd an international dimension to
the formal training and education
which the managers already have.

At the outset, we defined our target
group as high-ranking executives, typi-
cally co-op society managers or people
in equivalent positions in the central
organisation. They should all have
behind them the formal training and
education which their respective or-
ganisationsoffer. Inourcase thismeans

*Mr Dueholm isCo-ordinator for the food and
retail section of Inter-Coop.

that we have a target group of 330
executives from owner organisations
in the six countries where our owner
organisations decided to support the
project by participating in the work of
the project steering group.

Of this target group we have calcu-
lated that roughly 27%, or 90 persons,
could be expected to join the pro-
gramme, and as we defined the ideal
number of participants in one series of
seminars to be 15, it means that we
have the potential to run the pro-
gramme at least four times before our
'market’ is saturated.

With a target group of high-ranking
executives we cannot expect delegates
to attend a 10-12 day programme, and
we consequently divided the pro-
gramme into three modules in three
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different countries. The overall pro-
gramme was designed by a Steering
Group consisting of personnel devel-
opment department managers from
six of our owner organisations. By
applying a modular structure to the
programme we have been able to dis-
tribute the workload for the develop-
mentofthe individual modulesand, at
the same time, to draw on local exper-
tise in various areas without sacrific-
ing overall continuity.

We decided to run the three modules
in the UK, Germany, and Sweden and
worked together with outside exper-
tise from the Manchester Business
School, Manchester Metropolitan Uni-
versity, the Deutsches Handelsinstitut
in Cologne, the University of Stock-
holm,and finally the Stockholm School
of Economics.

To ensure continuity and coherence
we have worked very closely with a
Professor of Retailing from the Man-
chester Business School, who has par-
ticipated inthedevelopmentstage and
is also the through-going figure in all
three modules.

The first module of the programme
was launched in Manchester in March,
1993 under the heading 'Competition
& Growth'. Itrelied toa greatextenton
academic or theoretical input around
the development and implementation
of strategies, as well as the analysis of
markets and competitors.

The second module took place in Co-
logne, Germany in May and was enti-
tled 'The European Consumerand Co-
op Retailing'. It took as its starting

point the current changes in market
demographics and consumer behav-
iour, and itfocused almost exclusively
on cases presented by consultants or
other retailers, so that this module
emphasised the practical aspects of
retailing and retail strategy.

We have consequently moved from
predominantly theoretical input to
mainly practical input, and the third
module, which took place last Septem-
ber in Stockholm, was a mixture of the
two approaches. Its theme was 'Cor-
porate Planning and Strategy'. Profes-
sors from the Stockholm School of Eco-
nomics and the University of Stock-
holm lectured on aspects of Total Qual-
ity Management, 'green issues', pro-
ductivity,and information technology,
while executives from the Co-opera-
tive Retail Group of KF, Sweden, talked
about individual examples of strategy
and quality management implemen-
tation.

A very important aspect of the whole
programme is the fact that it has been
designed to be participation-oriented.
Both delegates and speakers have been
encouraged tocreatedialoguesduring
the various individual sessions, and
this has been made possible by the
relatively low number of 13 delegates.

Both the continuity of the programme
asawhole and the participation orien-
tation have been supported by thecrea-
tion of three workshops which were
started in connection with the first
modulein Manchester. Thethree work-
shop groups were active throughout
the programme and worked with is-
sues of topical interest in all countries.
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Oneworkshop dealt with 'Response to
Discounting' and benefitted from the
fact that retail discount formats are at
different development stages in the
delegates' countries, so that there was
avery real opportunity for delegates
todraw on experience from othercoun-
tries.

Thesecond workshop wasabout 'Serv-
ice in Retailing' and the possibilities to
differentiate the profiles of store con-
cepts through service, in other words
thebenefitsofupgrading the 'soft' com-
petition parameters of the retailer.

Finally/ the third workshop dealt with
the 'Use of Membership in Consumer
Co-ops', another subject which bene-
fited from the variety ofapproaches in
different countries, ranging from the
traditional member benefits such as
dividends to sophisticated and elec-
tronically based membership systems,
which can be used inadvanced loyalty
programmes and direct marketing
schemes.

From our point of view we certainly
have an innovation here as it is the first
time Inter-Coop has organised a for-
mal training programme as an exten-
sion of our traditional exchange of ex-
perience and information. Itisalso an
innovation in the sense that it is an
extension of the national co-operative
training and of regional programmes
such as that arranged among the Nor-
dic countries.

The evaluations of the two first mod-
ules indicate that we have a success on
our hands and, although it is tricky
business to count one's chickens be-

fore they are hatched, we are confident
that the evaluations of the last module
and of the programme as a whole will
bear us out.

Inorder to support that view we have
listed some of our main experiences
from the programme and its most im-
portant achievements.

The evaluations of the two first mod-
ules have confirmed the validity of
some of our main considerations.

Nowhere in the process have wecom-
promised with regard to our original
aim of creating a high quality pro-
gramme for high quality people. Itis
always tempting along the way to try
toeconomise, but we have notdone so
at the expense of the quality of speak-
ers.

Another temptation could be toaccept
delegates with an organisational stand-
ing other than the one defined. With
the support of the project steering
group we managed to avoid that kind
of pitfall, and we have indeed had a
group of equals, which was greatly
appreciated by the delegates, as indi-
cated by their comments on the pro-
gramme.

It is not important what target group
one has for a programme like this, but
it is important to have a homogenous
group with similar backgrounds and
responsibilities, and inany future pro-
gramme we will certainly make sure
that the delegates are ‘equals’.

The homogeneity, and the common
background and responsibilities are
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also very important with regard to the
workshopswhich areorganised incon-
nection with the programme, and the
work thatwas organised inconnection
with the workshops has served two
purposes. One purpose is, of course,
the work itself: the discussions on the
subjectchosen, butthe workshopsalso
serve to bring delegates together as a
group and to emphasise the orienta-
tion towards active participation by
the delegates themselves.

The final item on the list of our most
important experiences is the continu-
ity. We had tosplitup the programme
and to organise it in three separate
modules over a period of six months,
and wealso had tocoveralotofground
between abstract theory and down-to-
earth case studies. To keep the pro-
gramme together, both on the personal
and the professional plane, we had the
opportunity of working together with
a Professor of Retailing (Mr. Gary
Davies) from the Manchester Business
School, who has supported the Steer-
ing Group and Inter-Coop in both the
development and implementation of
the programme. Professor Davies is
the through-going figure for all of the
modules.

Thissupport proved invaluable incre-
ating the link between the practical
approach of delegates, the practical
input in the form of case studies and
the academic input in the form of
theory.

What have we achieved with our pro-
gramme? An education programme
assuchisnot,ofcourse,auniquething.
There are many programmes on the

market. What is unique about our
programme is that we have succeeded
in creating a course that is custom-
made for retailers, and one which is
targeted specifically at a high and well
defined executive level. This strict
adherence to a specified level in the
organisation ensures maximum bene-
fits for the delegates, especially in a
participation-oriented environment.

Ourgroup ofdelegates havecompara-
ble backgrounds as they are all execu-
tives, they are all retailers or have re-
tail-related functions, and they are all
from theconsumerco-operative move-
ments. Thecommon co-operative back-
ground means that delegates are nei-
ther direct competitors in the market,
nor are they likely to become competi-
tors.

This aspect clearly differentiates our
programme from other courses and
seminars, which - even if they were
aimed at the retail sector - would po-
tentially include a significant element
of actual or potential market competi-
tion between delegates.

The fact that delegates are not com-
petitors in the marketcontributes toan
open dialogue allowing not only
strengths, but also weaknesses, to be
revealed and discussed. lam pointing
thisout because we are convinced that
there are lessons to be learnt from both
successful and unsuccessful business
ventures.

All delegates represent consumer co-
operatives, and therefore they share
similar business ideas regarding retail
practice. Theco-operative idea istrans-
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lated into retail practice in many dif-
ferent ways across countries and con-
tinents and, by meeting and working
with colleagues from other countries,
delegates have the opportunity of tak-
ing a fresh look at other business cul-
tures and of being inspired by other
approaches and other ways of acting
on the market.

Finally, even national markets show
significant differences in characteris-
tics from region to region, and if we
look at Europe asawhole itiscertainly
not what might be called a homo-
genous market.

Within Europe thereareenormousdif-
ferences from North to the South and
from East to the West, and differences
relate to both the general retail struc-
ture and to the presence of different
competitors with different retail for-
mats, so that e.g. the discount food
retail formatisat many differentstages
of development across Europe.

'‘Strategic Management in Co-op Re-
tailing' has been able to use this diver-

sity of markets ina positive way. This
means, just as one example, that dele-
gates from countries where the dis-
count format is at an early stage can
draw on the experience of colleagues
from countries where discounters are
firmly established, with all the impli-
cations thatsuch a situation has for the
food retail business.

With the programme we have there-
fore managed to get the best of both
worlds. We have not only overcome
national differences, we have been able
to take advantage of the variety of
national retail scenarios and put this to
use in an international programme
designed to benefit all participating
members, whatever their nationality.

While the programme we have de-
scribed here isonly one element in the
total picture of our efforts to promote
economic collaboration, it does stand
outasasignificantand new elementin
the process of increased international-
ism in all aspects of business through-
out the consumer co-operative sector.
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Privatisation of Public
Housing in the New Lander
A pilot project for a co-operative solution

by Thomas Schaefers*

Only nine months intensive prepara-
tion work preceded the foundation of
the Maxhiitte housing co-operative in
May 1993. Thiswas the firstsignificant
new housingco-operative inthe Lander
of the former GDR.

Agreement with the residents

A high degree of consensus with the
residents of the former State-owned
housing units was an essential precon-
dition for the realisation of the project.

The residents had to be well-informed
about the nature of tenants' co-opera-
tives and about their rights and duties
as well as about the programmes of
rehabilitation and maintenance.

The transfer of stock

The majority ofthe 1410dwelling units
around the 'Maxhiitte' steel plant in
Thiiringen were built in the fifties and
were in need ofupdating. Most homes,
for example, still used old-fashioned
coal stoves for heating. Few of the
houses are prefabricated.

* Mr Schaefers is Chief of the Co-operative
Departmentof Gesamtverband der Wohnungs-
wirtschaft (GdW) in Germany.

There were no outstanding debts on
the homes, so the sale could take place
without the burden of any existing
mortgages.

As elsewhere in the former GDR, the
steel works were liquidated following
a takeover by the Treuhandanstalt'
(THA), the State-owned liquidation
authorities. Previously, 6500 workers
had been employed there, butonly 620
of those were able to stay on with the
new company, ARBED steel works
from Luxembourg,which boughtsome
ofthe business from Treuhandanstalt'.
The majority of the steel workers were
made redundant or took early retire-
ment.

All of the former GDR's housing stock
which used to be linked to industrial
complexes is now owned by THA and
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will be privatised. Maxhiitte has be-
come a pilot project for such privatisa-
tion.

Becoming a Co-operative

The tenants were all in a bad situation.
They had lost their jobs and feared
they might become homeless if priva-
tisation were carried out insuch a way
that revenue from sales were the only
consideration. In many cases sale to
individual tenants is not possible, as
their financial resources are inad-
equate.

Furthermore, some legal problems are
involved in theindividual saleofdwell-
ing units. For this reason, THA con-
tacted the German Head Federation
GdW for guidance. GdW proposed a
tenants' co-operative.

The 'green light' given by the board of
directors of THA made it possible to
take Maxhiitte as a pilot project. Thus,
itmightbe an excellent model forother
State-owned housing in the former
GDR, as well as in other Central and
Eastern European countries.

The Co-operative Takes off
92% of the tenants decided in favour of
the co-operative solution. Aftersucha
clear vote negotiation started quickly
with representativesof THA, the man-
agement of Maxhiitte, and its works
committee as well as the GdW.

Realistic conditions for the transfer of
the housing stock had to be found. The
price for the housing units, the sites
and the share value had to be fixed.
Together with lawyers and consult-

ants, as well as the regional federation
in Erfurt, all details of the project were
discussed, until a detailed timetable
for the takeover could be settled.

Originally, THA had estimated a fig-
ure of 40 Million DM, which meant a
cost 0f 28,000 DM per housing unit. It
was finally possible to reduce the price
to 20,000 DM per unit.

Co-operative shares as a financial tool
So, the housing co-operative's capital
had to be raised through members'
shares (7,000 DM per dwelling). The
economic concept of the co-operative
had to cover the necessary renovation
and maintenance work, which had
been neglected for 25 years. Neverthe-
less, the rent will remain unchanged
for the first 5 years, and this will be
followed by moderate increases dur-
ing the renovation work (4.33 DM/
square metre to 5.67 DM/square me-
tre peryear, reaching 7.78 DM/square
metre in2003). So, 50 Million DM were
needed for maintenance and renova-
tion: 35,000 DM per dwelling.

Communication with Members
Naturally, an investment of this size is
not possible without outside capital.
So, apart from 9 Million DM ofitsown
capital, raised through the co-opera-
tiveshares, 19 Million DM outsidecapi-
tal was necessary to buy the whole of
the housing stock from THA.

The precondition for this was that at
least 90% of the households had to
agree to the relatively high share price
of 7,000 DM (the average share in the
former FRG is 1,500 DM perdwelling).
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So, a concept of good communication
with the tenants was absolutely neces-
sary. 'United better living' leafletswere
distributed and the co-operative prin-
ciples, e.g. ofdemocracy, with all their
rights and duties were explained.

Additionally, six weeks before the
foundation of the housing co-opera-
tive, an advice office and telephone
hotline were opened, where trained
staff was ready to answer all questions
raised by future members.

At the end of April, just a few weeks
before the co-operative's foundation,
four information meetings were or-
ganised, so that the project itself could
be explained in detail to the future
members.

By 25 May 1993, 75% of tenants had
already decided to join the Maxhiitte
housing co-operative. 85% had ac-
cepted by the foundation day, so the
conceptasawholewas finally secured.
Furthermore, 100 non-tenant house-
holds became members and the local
authorities declared their willingness
to take over 250 shares. This financial
contribution of 300,000 DM was an
indicator of the excellentcollaboration
between the housing co-operative and
the local government.

New Projects Planned
On the foundation day 1,500 persons
became founding membersand signed

the bylaws. This was a great success
for the co-operative. Now, a second
projectisalready underway. The steel
works in Groditz, with 1,100 housing
units, is to be taken over by a tenants'
housing co-operative. Other indus-
trial branches are watching Maxhiitte
with great interest.

Each case has to be studied carefully.
In many cases individual privatisation
cannot be carried out. Then, a co-
operative solution with the participa-
tion of the tenants isa good alternative.

Conclusion

Housing co-operatives in those coun-
tries in the process of transition pro-
vide the opportunity for privatisation
in the legal form of a co-operative. As
co-operative housing societies are pri-
vate legal entities with a special form
of co-ownership, this concept needs
the agreement of the vast majority of
tenants in order to proceed. Further-
more, their financial commitment is
required. Maxhiitte showed that this
is possible: if a good concept is well
presented and politically supported.

This will hopefully encourage many
other publicbodiesinCentral and East-
ern European countries to follow inno-
vative and successful examples such
as Maxhiitte.
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Co-op Travelcare - A Case
Study of Co-operative Success

by Michael Grindrod*

The Co-operative Wholesale Society
(CWS) has been in the travel business
since 1905, when an excursion depart-
mentin Manchesterorganised outings
varying from a few hours to several
days foremployees and Co-operative
Society Members.

Initially these were primarily by train,
butmotorcoachesbecame increasingly
important. Similar excursion depart-
ments followed in London, Newcastle
and Bristol. The business grew stead-
ily up until the Second World War, by
which time the CWS was one of the
biggest group holiday organisers in
the country.

In 1946 theexcursion departments were
retitled Co-operative Travel Services,
and in 1951, from their new head office
in Regency Street, London, CTS were
among the first to charter aircraft for
continental groups - the birth of pack-
age holidays - offering holidays in Italy
and Switzerland as 'Sun Flight Holi-
days'.

By now sales were being made to the
general public, and a chain of retail

* Mr Grindrod is General Manager of Co-op
Travelcare and chairs the International Co-
operative & Associated Tourism Organisation
(TICA).

outletsdeveloped which, by 1965, num-
bered 65: most of these were situated
in-store in retail society premises.

Travel Groupalso managed the Travco
chain of 12 hotels.

Through the 70s and early 80s it is fair
to say that travel and tourism became
something ofabackwater for the CWS.
Many in-store retail units were closed,
and the hotels were sold off.

At the end of 1984 Co-op Travel oper-
ated 34agenciesand a tour programme
to the Channel Isles, and organised a
substantial volume of group holidays,
both within the UK and overseas.

It never made much money, but once
the hotels were sold it didn't lose a
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great deal either. Now primarily a
travel agent, it mirrored what was,
compared with the rest of the British
High Street, a fairly sleepy industry.
The jet engine and the relaxation of
exchange controls might have revolu-
tionised the package holiday market,
but prices were still fixed by operators
who supplied all point-of-sale mate-
rial. Retail price maintenance still
reigned, and it was difficult to tell one
travel agent from another.

It could reasonably have been asked,
and indeed was, whether travel was
really a business the CWS should be in
at all.

In February 1985 the picture changed,
when CWS accepted the transfer of the
Royal Arsenal Co-operative Society,
which operated a chain of 21 travel
agencies.

CWS Travel Group now consisted of
55 retail travel branches with a retail
turnover of £ 33.4 million, other travel
services generating £ 2.15 million, and
a staff of 276. At that time David
Skinner invited me to move from an-
other senior management job in CWS
to become General Manager of the
Travel Group.

At this time the industry itself was
clearly entering a period of rapid
change, stimulated in no small part by
the initiative of another Co-operative
Travel business: that of llkeston Co-
operative Society. Ilkeston success-
fully challenged the right of majorop-
erators to fix prices, thereby opening
up the possibility of real co-operation
between retail travel agents.

The CWS determined to become a
major and active player in this chang-
ingmarket. We setourselvesanumber
of positive targets for our first three
years. They were to:

* Createastrongattractiveretail iden-
tity. (We had been operating under
14 different trading names);

* Raise the standard, both of staff
and facilities;

* Introduceacentral computerto help
gain control and cut costs;

* Develop a high media and profes-
sional profile;

* Introduce discounting where ap-
propriate;

* Seek new business opportunities
and associations;

* Increase market share;
* Generate acceptable profits.

This was our clear strategy to lay the
foundations of the business we
relaunched in Spring 1986 as 'Co-op
Travelcare'.

Did we Meet our Objectives?
Well we have certainly grown. In 1984
we had 34 branches: now Travelcare
runs 186.

Some growth has been by transfer of
engagements to the CWS of other Re-
tail Societies, starting with Royal Arse-
nal Co-operative Society in 1985, and
morerecently Greater Nottingham and
South Midlands.

Some growth has been by the low cost
acquisition of other travel businesses
less well able to cope with the new and
fiercely competitive environment.

118



Some by development of green field
sites. And some by the provision of
managed services - where we have
helped other societies enter the travel
business. We now have 18 bureaux on
our managed service scheme.

What about Performance?
There are several methods of measur-
ing a travel agent's performance. We
use three:

The first is the return on the capital
employed within the business. From
being a net drain upon the CWS in
1986, Travelcare now generates a very
healthy return and, perhaps more im-
portantly, is able by its positive cash
generation toreduce CWS borrowings
by an average of £ 14 million through-
out the year.

Our second measure is market share,
where our share of major operators
turnover has grown from 1.2% in 1986
t0 3.2% in 1993. More importantly, we
can generate control information ena-
bling us to compare our performance
with that of our major competitors
upon a week by week basis.

Finally, we continuously measure our
productivity on both acompany and a
branch by branch basis. In 1982 our
productivity per branch was greater
than that of all but one of our major
competitors.

We have made very successful use of
the CWS Public Relations department
to raise the profile of Travelcare both
within the industry and to the public,
generating substantially more media

exposure than could be supported by
our relatively modest advertising
budget.

Travelcare management and that of
our fellow Co-operative Travel busi-
nesses have been active in industry
matters and | was honoured in 1992 to
beelected Presidentof ABTA, a tribute
to the esteem in which the Co-opera-
tive sector is now held within the Brit-
ish travel industry.

We could not, however, rest upon our
success. In 1991 we commissioned a
survey of the market place and we
have used the results to help us estab-
lish the strategy for our next phase:
developing, as opposed to establish-
ing, Travelcare. We have a new look.
An identity | believe will take us
through the90'sasa modem company
within the world's largest industry.

Combining the name Travelcare, as a
now accepted travel company, with
the Co-op Symbol underlining the se-
curity and quality of the organisation.
Using the survey we have improved
some of the fixtures and furniture
within the shops and have slightly
amended the colour scheme.

From the beginning, we have placed
great emphasis on people and train-
ing. This has been a fundamental ele-
ment in the success of Travelcare, and
we see agreat future in theindustry for
awell-trained and well-motivated sales
force.

We plan to continue our expansion.
The strategy for our next phase of de-
velopmentis for Travelcare toconcen-
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trate on expanding market share (to
increase profitability) and to improve
all aspects of service to customers.

We will:

* Introduce advanced technology at
the point of sale;

* Promote specialist support areas
(cruising - business travel - long
haul flights);

* Forgeevencloserretailer/supplier
relationships;

* Furtherimprove facilitiesand train-
ing for staff;

* Work even moreclosely with other
Co-operative travel businesses,
both in the UK and abroad.

We are now entering another period of
rapid change. Since the beginning of
this year there has been a rapid and
substantial move towards greatercon-
solidation in the British travel indus-
try. In particular, a move towards the
vertical integration of tour operators
and retail agents.

Thomsons, our biggest operator, has
for many years owned Lunn Poly, our
biggest travel agent. But in 1993 not
only has Owners Abroad, the number
two operator, become linked with
Thomas Cook through cross share-
holdings, but Airtours, our number
three operator, hasbrought the second
and fifth largestretail chains- Pickfords
and Hogg Robinson.

The opportunities which now exist,
not only for cut-throat competition,

but for predatory pricing and limita-
tion of consumer choice will be obvi-
ous.

Fortunately the growth of Travelcare
over the lastseven years has been par-
allelled by that of other British Co-
operative Societies. From our aggre-
gate of under 100 Co-operative retail
travel branches in 1986 there are now
approximately 400, with a combined
share of some 14% of the UK package
holiday market.

Thismakes theCo-operative sector,on
aggregate, thethird biggestretail travel
businessin the UK. More importantly,
it is the biggest UK-owned and inde-
pendenttravel business, uniquelyable
to offer the consumer service and ad-
vice unbiased by any tierof ownership
by a major tour operator.

Thisisagenuineconsumeradvantage,
in total accord with Co-operative prin-
ciples which Travelcare and our col-
leagues in the UK Co-operative move-
ment are working ever more closely
together to exploit.

In a relatively short period Co-opera-
tive travel businesses in the UK have
moved from a position of relative in-
significance to that ofa majorplayerin
the UK travel market. We intend to
continue that growth and to continue
toimproveourlevelsofcustomerserv-
iceinordertonotonlyconsolidate, but
also to further improve our market
position.
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Folksam and the Women's

Market

by Katarina Apelqvist*

How to increase market share by truly
realising the co-operative values of
equality and social responsibility?
Asco-operators, lamsurewealldream
ofabusiness which helps people in the
most need to make improvements in
their standard of living. But we also
dream aboutabusiness which gives us
a respectable surplus. Because with-
outsuch a profitwe cannotcontinue to
help people to take control over their
own lives. These dreams are being
fulfilled by Folksam, a Swedish co-
operative insurance company.

Folksam was established 85 yearsago.
Itprovidesgeneral, lifeand reinsurance
cover. Today it is Sweden's largest
property insurance company and
dominates the collective life insurance
market. In 1992 the Folksam Group's
Swedish companies had a premium
income of almost 12 billion Swedish
crowns (approximately 1.5 billion US

dollars). Every other Swede has at
least one insurance policy with
Folksam. Folksam's operations are

based upon close collaboration with
theco-operativeand trade union move-
ments.

*Ms Apelqvistisprojectleaderof Folksam'sunit
for social research and chairs the ICA Women's
Committee.

Throughout the world women are less
financially secure, and subsequently
have a lower standard of living, par-
ticularly when they become sick and
old. This is also the case in Sweden
despite the fact that 84% of all women
aged between 20 and 65 are in paid
employment.

For many years, work on improving
women's financial conditions and se-
curity in Sweden has been fuelled by
women activists. This has been sup-
ported by politicians, includingagrow-
ing number of male politicians. A
major problem has been that many
women have been unaware of their
lack of financial security until brutally
confronted with it when they divorce,
or become ill or old. They have insuf-
ficient knowledge about their legal
rights and how to improve their finan-
cial security.



In line with the basicco-operative prin-
ciples of equality and social responsi-
bility, Folksam has been active in the
field of equality between women and
men for many years. Itoperates equal-
ity programmes within the company,
in order to utilise all of its personnel's
potential regardless of sex, and pub-
lishesdocumentsand books by and for
women. These aim to increase wom-
en's knowledge of finances and law,
health and security.

In 1985 Folksam decided to make a
conscious effort to focus on women as
adirecttargetgroup forinsurancesales.
Emphasis was placed on Marketing,
Channels of Distribution, Product De-
velopment and Increased Awareness
within Folksam.

These efforts are of great importance
today both from a financial business
perspective and from the perspective
of Folksam's image. For example, in
1985 Folksam's marketshareofnewly-
issued individual pension policies was
14.1% for women and 12.4% for men.

By 1990 the figures had changed con-
siderably, with the company control-
ling 25.9% of the women's market and
17.4% of the men's. The most recent
figures are from 1991, when Folksam
was in receiptof23.2% of thewomen's
insurance premiums and 17.9% of the
men's. The figures for 1991 look even
more impressive when the statistics
for Folksam'srecently-opened subsidi-
ary, Sparliv, which sells life insurance
policies at savings banks, are brought
into the equation. Together, Folksam
and Sparliv had amarketshare 0f43.2%
(women) and 28.5% (men).

These figures represent a dramatic in
crease in the number of pensior
insurances sold to women. What haj
broughtaboutsuch adramatic increase
in sales? The answer is both straight-
forward and complex.

New gender-specific marketing, based
on Folksam's long experience ofequal-
ity work within and outside the com-
pany,was introduced. Thesameexpe-
rience was used todevelop prod ucts of
particular interest to women.

Thereal breakthrough cameonly seven
years ago, when a part-time post was
created tostudy and be incharge of the
Women's Market. Today, Folksam has
one fulltime female employee at a
managerial level working with mat-
ters concerning the Women's market.
This is a unique post in the Swedish
insurance sector, and probably world-
wide.

An analysis of the Women's market
hasbeen carried outand anaction plan
formulated, based on the following
questions: 'If you want to focus on
Women's needs, what will you change
inthe products you offer, how will you
market them, and what kind of infor-
mation/education will you need to do
this?"

A wide range of approaches and ac-
tivities have been integrated in order
to gain more female customers. An
important goal is to raise women's
awareness of their financial situations
and the degree of security which they
have. They have to realise their need
for improved insurance cover. This
means that information and market-
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ing initially cover women's finances in
a broader sense and that sales efforts
are targeted mainly towards different
options within the field of pension in-
surance.

In 1989 Folksam introduced a collec-
tive pension insurance product, Mem-
bers' Pension. The fact that this new
insurance, due to its flexible structure
and low cost, was of particular interest
to women was pointed out in all mar-
keting materials.

Women who had never before consid-
ered pension insurance decided to take
out a Folksam Members' Pension. By
the end of 1992, 86,467 women and
53,298 men had taken out a Members'
Pension policy. The total premium
income from women was 242,4 million
Swedish crowns, and the premium in-
come from men's policies was 147,8
million crowns.

On the whole, the number of female
policy holders in Folksam is high, and
increasing. The following figuresshow
the development of women's share of
overall insurance within some areas,
from 1986 to the end of 1992:

Collective life insurance
52% - 60%
Individual life insurance
40% - 48%
Automobile Insurance

22% - 28%

New Ways to a New Market

An importantaspectofFolksam's mar-
keting in the Women's Market is to
reach women in ways other than

through traditional marketing. Exam-
ples of these methods are seminars
and lectures on how to plan and man-
age personal finances.

Seminar goals are to:

1 identify women's needs for finan-
cial security;

2 stimulate the participants' interest
in, and knowledge of, relevant leg-
islation and agreements;

3 motivate the participants to use
their rights and opportunities;

4 encourage participants to increase
their financial security by using co-
operative insurance and banking
services;

5 urge participantstoinform and mo-
tivate women colleagues, union
members and daughters.

Seminars and lectures are given to dif-
ferent groups of women, often in col-
laboration with trade unions. Folksam
representatives are frequently invited
to visit external meetings to give over-
all legal and economic information.

The opportunity of getting in touch
with Folksam's part-time agents for a
sales call, free of charge, in their own
home, is mentioned. All participants
are listed and later contacted by agents.

Lectures are also held to inform
Folksam's own organisation about
women's situation in Swedish society
and what Folksam does, and can do, to
improvewomen's financial conditions.
To continue its success within the
Women's Market, knowledge and in-
spiration within Folksam are essential.
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Advertising and Sales

Market surveys show that women and
men react differently to advertising
materials. Itis therefore essential that
texts and pictures address needs and
concerns with which women can iden-
tify. The materials must also be writ-
ten in women's language.

Furthermore, Folksam has learned that
women feel reassured by a female sales
person and advisor. This is partly
because women speak a 'different’ lan-
guage, but also because women have
differentbackgroundsand experiences
from men, and therefore see situations
from a different perspective. This has
led to the setting up of an all-women
salesteam inan on-goingspecial project
in the suburbs of the Swedish capital.

The team, in co-operation with those
unions which have a majority of
women members, reaches thousands
of women of different ages. New ap-
proaches such as 'home-parties’, and
meetings held at workplacesand com-
munity centres during lunch breaks
and evenings are used.

Trade and Idea Fairs

Folksam also participatesinmajor trade
and idea fairs initiated by the Women
Can Foundation, which was estab-
lished by a group of gender-aware
Swedish women in the early eighties.
The idea of such fairs, drawing atten-
tion to female values and skills, is now
spreadingtoothercountries inScandi-
navia and Europe. These fairs bring
together hundreds of women exhibi-
tors and tens of thousands of visitors.
In 1988 and 1990 Folksam was one of
the main sponsors for the Women Can

trade and idea fair. In 1992 Folksam
participated as a minor sponsor, but
with one of the largest stands at the
fair. At these fairs Folksam also takes
the opportunity to give lectures and
seminars on women's financial rights
and health problems.

The company's activities in the field of
damage and injury prevention and re-
habilitation are also presented. Par-
ticipation in these trade fairs has given
Folksam's femaleemployees, now 55%
of the staff, the opportunity to demon-
strate the company's commitment to
equality. Over 100 women from
Folksam have been involved in each
fair, managing the stand and arrang-
ing and participating inthecompany's
seminars and lectures. Folksam has
also arranged a large internal seminar
at each fair, in which up to 400 female
employees and a smaller number of
men have participated.

Support for Female Employees
The fairs and internal seminars are an
important factorinstimulating women
employeestodevelop inthecompany.
These events also pinpoint the essen-
tial link between internal equality work
and external marketing efforts in the
Women's Market.

In the future it is important to involve
more women in the marketing and
sales process. Folksam tries hard to
recruit women and has programmes
forincreasing thenumberofwomen in
specialist functions and leading posi-
tions. Another crucial factor is train-
ing given to the sales force and the rest
of the organisation in mattersconcern-
ing the Women's Market.
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Today, Folksam's overall business plan
clearly states that the company's per-
sonnel and other resources should co-
operate closely to provide a combined
marketing effort in the Women's Mar-
ket.

Expanding Market

Folksam feels that its efforts to meet
women's needs and gain a healthy
percentage of the Women's Market
have paid off. However, there is still
much to be accomplished. After the
recession the numberofwomen within
the labour market will increase again.
Their financial status will improve and
an increasing number of women will
starttheirown businesses. Efforts must
be made to cover this expanding mar-
ket.

Continuousdevelopmentofinsurance
products is an important ingredient
for future success. Perhaps there isno
such thing asaspecific Folksam 'Wom-
en's Insurance', but that will be
analyzed in depth.

Right now potential lies in making
minor adjustments to existing prod-
ucts. Such adjustments will certainly
strengthen theimage of Folksam as the
'Women's Insurance Company' - the
co-operative insurance company that
develops and markets products on
women's terms.

Recent research on women and insur-
ance shows that Folksam was named
most frequently among all Swedish
insurance companies as the Women's
insurance company. This would not
have been possible without Folksam's
history of long-standing dedication to
a wide range of women's issues.

Pioneer for Equality

In the early sixties Folksam carried out
apioneering studyon men'sand wom-
en's attitudes to promotion. The re-
search resulted in an acclaimed exter-
nal conference on equality, 'The right
man and the right woman in the right
job', and the book, 'Women's Promo-
tion".

In 1972 the company formed a com-
mitteeconsistingofemployerand trade
union representatives. Its task was to
investigate how Folksam deployed its
employees with regard to sex, age and
training. Four years later the manage-
ment decided to update the study and
subsequently in 1978 Folksam got its
first written programme on equality:
the first full equality programme in the
Swedish labour market. Folksam's
mostrecent programme was published
in 1989. It comprises affirmative ac-
tions in the spheres of Management,
Recruitment, Wage Policy and Train-
ing/Development.

Folksam thinks that it is very impor-
tantthat thegoalsare reasonable, meas-
urable and distinct and that there isa
timetable, a deadline when the goals
should be reached. The deadline for
this programme is 1995 and The re-
sults are followed up at Folksam's
Annual General Meetings.

Job-equality: a strategic marketing tool
In 1992, as a result of more than 30
years of work, Folksam was awarded
1st prize for furthering equality be-
tween women and men in the work-
place by the Swedish Equal Opportu-
nities Ombudsman and the largest
Swedish business magazine 'Veckans
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affarer'. It was stated that Folksam's
activities from managerial recruitment
to finding solutions to everyday prob-
lems illustrate that Folksam is a pio-
neer in the work for equality between
women and men in many areas.

Without this internal equality work
Folksam's success in the Women's
Market would not have been possible.
Knowledge gained about the differ-
ences between women's and men's
terms, valuesand experiences has been
invaluable. The equality work has
given Folksam's work inthe Women's
Market credibility.

There are, in fact, three explanations
for Folksam's position inthe Women's
Market:

1. equality work within Folksam-giv-
ing experience and credibility;

2. opinion-building and supplyingin-
formation through books and con-

ferences in collaboration wit!
Women'sorganisations - establish
ing an Equality Profile;

3. gender-specific marketing efforts.

Another significant factor for success
is that research in Sweden has shown
that women are more inclined to do
business with co-operative organisa-
tions.

In conclusion, no matter what co-op-
erative sector you work in there are
many opportunities to create business
in the Women's Market. By meeting
women'sneedson women's termsyou
will realise the dream of creating a
business which helps those in need to
improve their standard of living. You
will live up to the basic co-operative
principles of equality and social re-
sponsibility. You will also ultimately
fulfil your dream of a business which
earns a respectable surplus.
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Creation of Jobs through
Workers' Co-operatives -
the Italian Experience.

by Alberto Zevi*

Theventure that lam going todescribe
wasconceived in Italy at the beginning
of the last decade. This was a period
troubled with increasing unemploy-
ment but also one in which public re-
sourcesallocated tounemployed were
required to be used more "produc-
tively".

The premises behind the measure that
began to be implemented at the end of
that decade were as follows:

- workers who had been removed
from productiveemployment were
generally well-qualified, experi-
enced and professional people;

- in many cases they were willing to
start a new business venture to-
getherwith someoftheircolleagues;

- the vast majority of these workers,
however, did not have the neces-
sary capital to starta company and
found itvery difficultto obtain loans
from financial institutions;

- at the same time, an unemployed
person can cost the Government a
great deal of money;

* Mr Zevi is Vice-President of CF1
(Compagnia Finanziaria Industriale) in Rome.

- theGovernmentnotonly losescon-
siderable income (such as taxes and
National Insurance contributions
both from the worker and from the
company), but its expenditure is
also increased by having to pay
unemployment benefit.

Ifasum of money equivalentto several
months' unemployment benefit was
given to the workers, or better still to
the companies that the workers would
run, and if these resources were suffi-
cient to start a new and vibrant com-
pany, then theoutcome would be more
positive:

the workers would no longer be
unemployed;

- their professional expertise, busi-
ness skills and experience would
not be lost;
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- the Government would be able to
control its expenditure and possi-
bly reduce it altogether.

This was the thinking behind the
Marcora Law.

The Iltalian legislator, however, was
aware that the founding of new com-
panies (and new co-operatives in par-
ticular) could be a complicated busi-
ness and as a result, the original idea
was framed within an important set of
rules and conditions.

So that the venture can be fully under-
stood, | shall describe the methods
envisaged.

Law n° 49 of 1985 provided for two
funds as follows:

- one fund was to make loans (with a
lower rate of interest than the mar-
ket rate) to workers' co-operatives
formed on the initiative of workers
who had been removed from pro-
ductive employment;

- the other fund was to make contri-
butions to special financial compa-
nies. These companies had to use
the contributions to invest inwork-
ers' co-operatives, formed by un-
employed workers.

It is this second type of intervention
that has truly novel aspects.

By using resources from the second
fund, the financial companies could
underwrite an amount of share capital
in the new co-operatives in proportion
to the capital put up by the workers
(up to three timesas much). There was

a limit, which was the amount of un-
employment benefit allocated by the
Government to a worker over a three
year period.

Forexample, ifanew co-operative was
formed by unemployed workers and
each worker put up a minimum of
2,500 dollars, thespecial financial com-
paniescould underwrite capital to the
value of 7,500 dollars per partner. In
this way, if there were 10 partners, the
new company would be founded with
a share capital of 100,000 dollars. Con-
sequently, a new company could be
founded with sufficient capital and,
provided that it was based on a sound
entrepreneurial idea, it could create
confidence on the part of banks, cus-
tomers and suppliers.

A more detailed explanation of the
system is as follows:

- workers who have been removed
from productive employment and
who are going to form a workers'
co-operative comprised of at least
80% unemployed workers and
whose objective isto buy, in partor
in full, a company which is bank-
rupt (or in crisis) or to develop an
alternative activity, can approach
the afore-mentioned financialcom-
panies to underwrite the capital of
the co-operative, to the value of
three timesthecapital putup by the
working partners.

The Law also provides for legal enti-
ties (that is, other private or co-opera-
tive companies, other financial com-
panies etc) to invest in the co-opera-
tives up toa maximum holding of 25%
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of the total capital. This has proved
particularly important in practice.

Conditions for Membership

a) each worker has to put up a mini-
mum capital of2,500 dollars (which
roughly corresponds to 25% of the
average cost of a worker in indus-
try for one year);

b) 50% of the capital has to be paid
immediately, with the remainder
being payable in two years;

c) the working partners will not be
eligible for any other form of in-
come or benefit from the welfare
system for a period of three years.
In other words, if the co-operative
closes down after two years, the

Results

d)

e)

9)

working partners lose their right to
unemploymentbenefitforoneyear.

after three years, the working part-
ners have therighttobuy the shares
owned by the financial companies
at a price equal to their nominal
value;

the financial companies cannot sell
their shares before three years;

financial companies can be formed
by recognised co-operative organi-
sations and at least 80% of the capi -
tal must by owned by other work-
ers' co-operatives.

the workers must submit a techni-
cally feasible business plan with a
good chance of success.

The results obtained by CFI to date can be seen in the following table:

1987 1988
Applications 79 112
Participating
Co-ops 2 10
Holdings
(in millions of $) 15 5.8
Sales
(in millions of $) 9.5 35.3
Persons in work 138 514

1989
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41

19.1

150.0

1,841
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1990 1991 1992
150 160 171
61 84 95
30.3 39.8 44.2
199.8 225.8 220.0

2,358 3,055 3,403



There are currently 105 participating
co-operatives with just over 3,700 per-
sons in work.

Most of the co-operatives operate in
the industrial sector.

Sales figures show that the co-opera-
tiveshave been very successful in find-
ing a market niche.

Clearly, not all experiences have been
successful. Ofthe95 co-operatives par-
ticipating at the end of 1992, six de-
cided to close down because of losses.
However, the percentage of failures to
date has been very low. On the other
hand, some co-operatives have
achieved such good results that sev-
eral purchase bids have been made.

Reasons for Success

Firstly, the combination of restrictions
and incentives has been of particular
importance:

- by tying the investment of capital
by financial companies to the capi-
tal put up by the partners, workers
areencouraged to make largercom-
mitments with theirown resources;

- the financial commitment of the
workers added to the fact that they
are disqualified from obtaining un-
employmentbenefit for three years,
encourages them tostudy theirbusi-
ness plans in greater depth;

- therelatively large capital required
to form a co-operative gives the co-
operatives credibility and ensures
that they can enjoy relatively good
relations right from the start with
banks, clients and suppliers.

Secondly, theresultsdescribed are also
due to the fact that in many cases, co-
operatives have taken on legal entities
as partners, as provided for by the
Law. Thishasbeen particularly benefi-
cial in that it has given the co-opera-
tives access to expertise that the work-
ers may not have had, such as com-
pany managementand organisational
skills.

Thirdly, it has proved essential that
money is not given directly to the co-
operatives (by grants forexample) but
isgiven instead to the special financial
companies formed by co-operative or-
ganisations taking on the role of part-
ners. This mechanism has enabled all
of the experience gained by the exist-
ing co-operative movement to be fully
utilised when forming the new co-op-
eratives; it has also eased the entry of
the new co-operatives into the net-
works that are growing up around the
various types of co-operative. At the
same time, the financial companies
have been able to acquire valuable ex-
perience and this is resulting in fewer
mistakes and a more comprehensive
advisory service for the co-operatives
on many problems associated with
business management.

If the co-operatives are successful, the
financial companies can also grow,
especially if they have a dividend and
ifcircumstances encourage the sale of
shares.

Inevitably there have been problems,
particularly at the beginning of the
venture. Weand theco-operativeshave
all have made many small mistakes
and also some larger mistakes. If we
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knew then what we know now, we
could perhaps have prevented some of
the co-operatives from closing down.
Experience shows, however, that, im-
portant as it undoubtedly is, it is not
enough simply to have the necessary
capital or a high credibility with banks
or customers; it is the behaviour of
men and women aiming to manage a
company that is the most important
factor. Ifexceptionally strong conflicts
arise between them, or if they fail to
agree on particular duties or responsi-
bilities (irrespective ofthe factthateach
person has a vote in the assembly), or
ifthey are unable to understand how a
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company should be organised, then
the company is destined, sooner or
later, to closure.

Itis for this very reason thatas a finan-
cial development company we are
highlighting the importance not only
of capital but also, and most signifi-
cantly, of the human factor which is
the actual driving force within a co-
operative.

For more informationplease contact:
CompagniaFinanziaria IndustrialeS.c.a.r.l.
(Industrial Finance Company)

Via Vicenza, 5/A - 00185 ROME

Tel: (39-6) 4440284 - Fax: (39-6) 4451766



NTUC INCOME, Singapore -

Strategies for Success

by Hans Dahlberg*

Singaporeisan island republicin South
East Asia with an area of 640 square
kilometres. Ithasa population ofabout
2.7 million and per capita income of
S$$22,800.

In the late 1960s, Singapore was begin-
ning its struggle to become a thriving
trading and industrial centre. Eco-
nomic transformation was necessary if
Singapore were to survive as a small
independent nation with no natural
resources except foritsgrowing multi-
racial population.

The promise of greater political stabil-
ity following Singapore's independ-
ence encouraged many workers of
immigrant descent to settle perma-
nently in the country. As economic
growth was dependent on the contri-
bution of these workers, it was neces-
sary to recognize theirsocio-economic
needs.

Atthattime, the trade unions affiliated
to the National Trades Union Con-
gress (NTUC) had a total membership
of 96,000, which represented 17% of
the labour force. The political and

* Mr Dahlberg is Chief Executive Officer of the
International Co-operative & Mutual Insurance
Federation (ICMIF), in the United Kingdom.

economic climate was just right for the
labour movementtoembark onamod-
ernisation programme that would help
the nation gain more momentum for
progress. Asitsworkerswerethecoun-
try's only asset it became imperative
that their interest should be protected
and looked after.

InNovember 1969 the National Trades
Union Congress convened a Seminar
on 'The Modernisation of the Labour
Movement'. Many socio-economic
problems were addressed and, for the
first time, the development of the co-
operative movement by the trade un-
ions in Singapore was mooted. The
then Ministerof Finance, Dr. Goh Keng
Swee, presented a paper entitled 'The
Basic Strategy for Rapid Co-operative
Development' in which he outlined
four important principles:
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i The Co-operative must be fully
competitive with private enterprise.

ii The labour movement should de-
velop co-operative enterprises in
which it would have a built-in ad-
vantage.

iili The highest standard of integrity
must be upheld.

iv The co-operative must have effec-
tive management.

Dr. Goh also suggested that an insur-
ance co-operative could provide a
sound financial base from which the
labour movement could build other
co-operatives.

The idea of setting up an insurance co-
operative wasreceived with greatsup-
port and enthusiasm. There was an
obvious long-term need for social and
financial security amongst workers,
and this was not being met by private
insurance companies. These private
enterprises catered only for the higher
income group, their premiums being
too expensive for the working class.
As a result only 3% of the population
was insured in 1970.

Growth of NTUC INCOME

Thesewere theconditionsunder which
the trade union movement founded
NTUC INCOME in 1970, following its
historic seminar of 1969. The initial
paid-up capital of NTUC INCOME was
S$1.2M (US$760,000), subscribed
mainly by the NTUC and its affiliated
unions.

Since commencement of business in
1970, NTUC INCOME has grown to
become a leading life and general in-
surance company. This growth may
be attributed not only to the effective
management of the company but also
to the pioneering spiritand hard work
of the trade unions and the workers
which they represent. The same may
be said of the growth and develop-
ment of Singapore.

Singapore's economy has performed
well during the past few years. For the
second quarter of 1993, it registered a
10.1% growth in its Gross Domestic
Product (GDP). Growth for the whole
year is expected to be between 7.5 and
8%, exceeding the earlier projected
growth of 6 to 7%. Growth was spear-
headed by the manufacturing and fi-
nancial and business services sectors.
Productivity increased by 7.2% in the
second quarter.

NTUC INCOME'S premium income (for life and general insurance) and total
assets over the past 22 years are as follows:

Premium Assets

S$m S$m

1972 1.7 2.5
1982 33.0 120.0
1992 370.0 1,208.0
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The growth rates during this period were:

Premium
1972-81 36.5%
1982-92 27.3%

Assets
50.2%
26.0%

INCOME'S share of the Singapore market, measured in premium income

was:
Life Insurance

1972 1.2%

1982 9.7%

1991 12.9%

General Insurance Overall
N/A 0.3%
1.7% 5.1%
6.6% 10.3%

In terms of premiums and assets, NTUC INCOME is the third largest

insurer in Singapore.

Progress from 1987

For the first 16 years of operation, the
emphasis was on efficientadministra-
tion. This has helped to provide insur-
ance to as many people as possible at
an affordable low cost. A wide range
oflifeand general products are offered
at a price that is generally lower than
the competitors.

The main components of the strategy
adopted by INCOME from 1987 can be
summarised as follows:

- focuson providing quality service,

- develop products to meet market
needs,

- focus on improving productivity,
and

- look for continuous improvement.

Quality Service

Theemphasison quality service started
around 1987. Several sectors of the
businesscommunity began toempha-

sise quality service as a competitive
edge. It was also found that, in gen-
eral, customers are prepared to pay a
higher price for quality. The increased
affluenceofthe population also played
a partintherising expectations ofcon-
sumers.

It was decided that it would be a good
strategy to promote quality service,
even though this will initially incur
additional costs. The ways in which
this is to be achieved are:

- staff training,

- standards of service,

- staff involvement,
communication.

The training of staff has always been

emphasised. In 1990, NTUC INCOME

enroled on a company-wide pro-

gramme conducted by a national or-

ganisation called the Service Quality
Centre. Staffat all levels were trained
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in the delivery of quality service. IN-
COME wasamong the firstenterprises
in Singapore to embark on this train-
ing programme.

Amongst others, standards were es-
tablished regarding the time taken to
settle different types of claims, to an-
swerenquiriesand to servicea walk-in
customer. These standards are not
only set: they are also monitored.

INCOME believes that it is important
to actively involve the staffin improv-
ing quality of service. Since 1987, they
have had anactive programmeofqual-
ity control circleswhich are called work
improvement teams. All the staff are
involved in team activities, and they
meet each month to discuss ways of
improving their work.

INCOME actively communicates with
its staff, representatives (agents) and
policyholders through regular news-
letters. It finds this to be effective in
cultivating the loyalty of staff, repre-
sentatives and policyholders.

Product Innovation

In recent years, the market for insur-
ance products has widened quite sig-
nificantly. Insurance is now being
sought for individuals other than the
traditional breadwinnersand there has
alsobeendemand forinsuranceagainst
illness and for investment-linked poli-
cies.

Inresponseto thesechanges, INCOME
introduced policies tocater for the spe-
cificneeds of these groups. These new
policies introduced have made an im-
portant contribution to the rapid

growth of the life insurance sales in
recent years. The ability to provide
policies to meet the needs of the mar-
ket will continue to be an important
priority for INCOME.

Productivity

The increased productivity of admin-
istrative and sales staff enables IN-
COME to offer services at competitive
prices. Its expense ratio has been sig-
nificantly below the insurance indus-
try average throughout the past 22
years. This has been possible because
of the lower commission rates paid to
its agents and smaller management
expenses due to efficient administra-
tion.

INCOME also stresses the importance
of improving the sales productivity of
its representatives, who are provided
with basic training to help them ac-
quire basic knowledge in sales, insur-
ance and products prior to their ap-
pointment. After appointment, the
representatives are strongly encour-
aged to attend continuing training pro-
grammes, both in-house and external.
Coursesinclude marketing workshops,
specialised products and skills devel-
opment.

There isstrongemphasison training to
build up the confidence and image of
the representatives, many of whom
are part-time agents from the trade
unions.

The office also provides a high level of
support to representatives. This in-
cludes printing quotations, the distri-
bution ofcomputer reports, and access
tothe maincomputer tostoreand view
client information, etc.
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Importance of Trade Union Network
In 1970,the NTUC INCOME Develop-
ment Organisation (IDO) was formed
as the link between NTUC INCOME
and all the trade unions affiliated to
the National Trades Union Congress.

The role of the 11X) was to represent
INCOME'S interestindeveloping sales
opportunities within the union move-
ment and other related organisations.
Through the auspices of the IDO, IN-
COME was able to recruit on a regular
basis, part-time sales representatives
from the unions, which were encour-
aged to nominate their members as
our organisers. Sales commissions
were paid by way of small honorari-
ums, and the resulting savings in cost
could eventually be translated into
higher returns for policyholders. The
IE)C> has enabled INCOME and the
trade unions to pool their resources of
technical expertise and manpower to
propagate the concept of co-operative
insurance.

Through this unique arrangement,
NTUC INCOME wasalsoable to main-
tain its operational expenses at a rate
over 10% lower than the industry aver-
age.

Various training programmes organ-
ised by INCOME were implemented
through the IDO to train and educate
the organisers. The unions also estab-
lished their own INCOME Develop-
ment Committees to assist the IDO in
its effort to recruit and motivate the
organisersthrough salescontests,cam-
paigns and promotions.

In 1970, there were 164 trade union
members involved in the sales activi-
ties of NTUC INCOME. By 1991, the
number had increased to 2,260.

Growth in No. of Sales Organisers

Year Organisers
1970 160
1980 730
1990 2,160
1991 2,260

Over the years, although sales activi-
ties were also carried out by a small
pool of full-time sales representatives,
the volume of sales generated by the
organisers continued to form the ma-
jor bulk of the business. Currently,
theircontribution isabout60%ofsums
assured. This is shown in the table
below:

Sales Contribution by Organisers in Sums Assured

Total Sale  Sale by Organisers % of Contribution
Year S$M  (US$M) S$M (US$M) by Organisers
1988 1,187 748 784 494 66
1989 1,130 712 881 555 78
1990 1,419 894 930 586 66
1991 1,594 1,004 960 605 60
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Other Contributions
Thesupportoftheunionsinproviding
NTUC INCOME with a strong team of
sales representatives contributed sub-
stantially towards the sales growth.
INCOME has the advantage of a large
and ready market base because of its
association with the trade unions and
the network of union branches and
delegates established within the same
base.

To tap this market, insurance plans
which catered specifically forthe needs
ofthe workers were designed and pro-
moted. Every effort was made to keep
premiums low and affordable. The
insurance plans also included attrac-
tive benefits which were made possi-
ble through the co-operation of the
National Trades Union Congress. For
example, all NTUC INCOME policy-
holders were entitled to subsidised
dental treatment at NTUC dental clin-
ics. They could also become members
of other co-operative societies estab-
lished by the NTUC, such as a con-
sumer co-operative called NTUC
Fairprice which gives rebates to its
members on their purchases. Other
benefits enjoyed by policyholders in-
cluded discounts at NTUC leisure re-
sorts and childcare centres. A radio
station operated by NTUC has also
assisted in generating publicity for
NTUC INCOME. New schemes bene-
ficial to policyholders are constantly
being evaluated, with active contribu-
tion from the trade unions.

NTUC INCOME has also introduced
various insurance plans with attrac-
tive incentives and low premiums,
specially fortrade union membersand

their families. Such policies, which
include medical, term, personal acci-
dent and welfare schemes, have be-
come very popular. Someunions have
taken up these insurance plansas bene-
fits for their members. They have also
succeeded in encouraging many em-
ployers to include them as employee
benefits.

NTUC INCOME'S Social Commitment
The objective of NTUC INCOME was
to encourage thrift and self-help
through low cost co-operative insur-
ance. As a co-operative society, the
business profits of NTUC INCOME
could be distributed to its policyhold-
ers in the form of bonuses.

INCOME had been able to achieve its
objectivesbecause ithas neverlostsight
of its social obligations and co-opera-
tive principles. Its success, however,
must be attributed to the tremendous
support and effort of the trade union
movement. In recognising the social
needs of workers at large, the trade
unions tirelessly promoted the bene-
fits of insurance and brought it to all
strata of the society. They formed the
task force behind the sales activities of
NTUC INCOME and will continue to
be a key feature in its sales strategy.

Continuous Improvement

INCOME believes that it is always
possible to make changes in order to
achieve better results. As mentioned
earlier, staff are involved in work im-
provement activities and make sug-
gestionsto improve the work systems.
In addition, new technology and new
methods are also examined to see if
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they can be applied to improve the
present systems.

National Awards

INCOME'S efforts to improve produc-
tivity and quality of service have been
recognised at the national level.

In 1988, NTUC INCOME won the Na-
tional Productivity Award. Itwas the
first insurer to win this prestigious
award for its efforts in productivity,
computerisation, training and staff
participation.

In 1989, it won the National Training
Award in recognition of the quality of
training of its insurance agents.

In 1992, itwon the National Outstand-
ing QCC Organisation Award in rec-
ognition ofits promotion ofthe quality
control movement in Singapore.

Conclusion

INCOME believes that these strategies
will help to ensure long-term com-
petitiveness. Much work isrequired to
see through the successful implemen-
tation of these strategies. This has
required the commitment of manage-
ment and the concerted effort of those
at all levels of the organisation. Italso
needs to be sustained over a long pe-
riod of time.

Although the insured population has
increased over the past two decades,
there isstill a large section ofthe popu-
lation which is not insured. The need
can never be eradicated and NTUC
INCOME is now faced with the chal-
lenge of expanding its social role as it
continues to work with the labour
movement and sustain a mutual com-
mitment to improve the quality of life
for all workers in Singapore.



Will Watkins Celebrates 100 Years

by Roy Garratt*

On Sunday, December 5, 1993, the
Grand OIld Man of Co-operation,
William Pasco Watkins, was 100 years
of age. Born a mere 50 years after the
foundation of the Rochdale Pioneer
Society and two years before the for-
mation of the International Co-opera-
tive Alliance, Will Watkins has seen
the worldwide Co-operative Move-
ment grow to heights undreamed of
by the Rochdale Pioneers.

Scholar,administrator author, lecturer,
linguist,diplomat, Mr. Watkinsis truly
a Renaissance man inan age of narrow
specialism. Thousands of Co-opera-
tors from all over the world have
tapped his wide-ranging knowledge
and great wisdom in attempting to
resolve the problems and challenges
which have faced their organisations
in one of the most turbulent centuries
in history.

Mr. Watkins was born in Plymouth in
1893 and as a youngster studied in
classes organised by the Plymouth so-
ciety which he joined at the age of 16.
His father was an eminentco-operator
and young Will accompanied him to
co-operative meetings of all kinds.
There he met such co-operative giants
as Edward Owen Greening, pioneer of
co-operative productive societies,

* Mr Garratt is the Curator of the Rochdale
I'ioneers Museum.

William Maxwell, Scottish co-opera-
tive leader,J. C. Gray, whose ideas of a
national co-operative society are again
beingdebated,and Thomas Bland ford,
another great pioneer of co-operative
productive societies.

Will trained as a teacher and gained a
London University degree in Philoso-
phy and Economics. After service in
France during the first World War, he
took up a research scholarship offered
by theCo-operativeCollege, Manches-
ter, and the Co-operative Reference
Library, Dublin, to study the relations
between the consumer and agricul-
tural co-operative movements in Brit-
ain. In 1920, he became a tutor at the
Co-operative College and published
hisfirstbook -a translation of Poisson's
"Co-operative Republic".
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Later, in collaboration with College
Principal Professor Fred Hall, he wrote
aclassicwork-"Co-operation" -which
for 25 years was the Co-operative Un-
ion's official textbook on the subject.

In 1929 he joined the International Co-
operative Alliance to help to edit its
publications and direct the Interna-
tional Co-operative School. From 1940
to 1946, he worked on the editorial
staffofthe Co-operative Sunday news-
paper "Reynolds News".

Then cameadramaticdevelopmentin
his career - he was appointed Adviser
on co-operative organisations to the
British element of the Control Com-
mission for Germany.

As an intermediary between German
co-operative organisations and the
military government, he took a lead-
ing part assisting the rehabilitation of
retail co-operatives, the restitution of
their property, the reconstitution of
their central federations and the re-
establishment of the Central Co-op-
erative Bank. When his service with
the Commission concluded, he was
retained as Adviser by the new Ger-
man Co-operative Movement.

Returning to Britain, he wasappointed
in 1951 as Director of the International
Co-operative Alliance, serving 12 years
and retiring in 1963. These were strenu-
ousyears forthe ICA when ideological
strugglesbetween the Western and the
Communist countries reached a cli-
max. Will Watkins played an outstand-
ing role in keeping the Alliance to-
gether whilstat the same time insisting
firmly on adherence to basic co-opera-
tive principles as a criterion of mem-
bership.

In 1959, the greatservice Will had given
to the German Movement was recog-
nised by the Federal German Republic
which awarded him the Grand Cross
of Merit.

Will has been just as active in the serv-
ice of Co-operation since his so-called
"retirement". Co-operation has been
his life and it is little wonder that for
many years Co-operators made their
way to his charming home in the vil-
lage of Long Compton, Warwickshire,
toseek hisadvice, tape-record hisremi-
niscences, persuade him to speak at
weekend schools or write articles.

It caused something of a sensation
when it was learned that the 90 year
old Will was preparing a book on Co-
operative Principles but that it was not
the Rochdale Principles he had inmind.
To him the Rochdale Principles were
not really principles but very good
practical rules arising from the "real"
Co-operative Principles he would de-
fine in his book. Such a book was in-
dicative of the man - a co-operator not
willing to kowtow to tradition or
dogma but prepared to be innovative
and even somewhat irreverent in his
thinking.

When the book "Co-operative Princi-
ples-Todayand Tomorrow" appeared
in his 92nd year, it was greeted with
acclaim and becamea co-operative best
seller. Iltwas soon translated into Span-
ish, Finnish and Japanese.

Will is now living quietly and happily
atanursing home in Oxfordshire. Visi-
torscontinue tocommenton the cente-
narian's youthfulness of spirit and
acuteness of observation. As he looks
out from hiswindow onto the Oxford-
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shire countryside, what a
galaxy of memories must
course through his mind.
He does not need to read
about the Co-operative
Movement in the days of
hansom cabsand gas lamps
- he was there and actually
experienced the co-opera-
tive lifeof thosetimes! Then
again hewasstill busy writ-
ing and teaching on the
advantages and problems
of Co-operation when
spaceshipswerebeingbuilt
and Neil Armstrong set
foot upon the moon.

Will does not see Co-op-
eration through a golden
haze ofnostalgia and senti-
mentality. He is a realist to
the core and does not take
the Movement forgranted.

Looking to the year 2000,
Will thinks that Co-opera-
tion will survive butonly if
you add a caveat to that
assumption. "1 will not use
the future tense, he de-
clared, "It will survive but
you mustadd theword 'if'and not just
assume it will". Many of the difficul-
ties the international Co-operative
Movementisfacing and will face are of
its own making, he adds, by postpon-
ing necessary tasks and indulging in
exasperating complacency.

He says that the Rochdale Pioneers
displayed an extraordinary dynamism,
boldness and breadth of vision in de-
veloping the Co-operative Movement.
That same get-up-and-go spirit must

be displayed by the Co-operators of
today if their Movement isto enter the
21stcentury with any prospect of suc-
cess.

But whilst not resting on the Move-
ment's laurels, we in turn can point to
its many achievements and beneficial
influence all over the world in the past
100 years. Will Watkins' contribution
to making thoseachievementsand that
influence a reality has been outstand-
ing throughout his long working life.
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Review of International
Co-operation
1994 Subscription

The annual subscription rates for the ICA Re-
view and News have goneup toCHF 72.- mainly
to balance the enormous increases in postage
rates. The subscription includes three issues of
the Review presenting in-depth articles on vital
developments within the co-operative move-
ment and the Annual Report which offers a
yearly update of the work in the Secretariat,
Regional Offices and Specialised Bodies. For the
same price you will also receive six issues of the
ICA News, giving the latest information on the
activities of member organisations and co-op-
eratives worldwide.

Please note that payment can now be made by
credit card (Visa or Euro/Mastercard only) as
well as by bank transfer to the Co-operative
Bank in Geneva (Account No: 284043.450090-2).
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Book
Reviews

Training for Co-operative Leadership

A Study of SCC's International Co-operative Seminars, 1962-1983 published by the
Swedish Co-operative Centre, 103 pp, ISBN 91-972181-0-3.

From 1962 to 1983, the Swedish Co-
operative Centre (SCC) conducted a
series of International Co-operative
Seminars (ICS) in Sweden. Participants
were board members and staff of co-
operatives in Africa and Asia. Alto-
gether 512 co-operators from 36 coun-
tries benefited from thetrainingscheme
which was implemented in collabora-
tion with ICA's regional offices in those
regions.

Having received numerous requests
to revive the training programme, the
SCC decided to carry out a study in
order to ascertain its impact on co-
operative development in the two re-
gions in general and on co-operative
leadership in particular. The terms of
reference also called for an assessment
of present and future needs for such
training, and of SCC'srole in this proc-
ess.

The sources of information included
available documentation and statisti-
cal data on the seminars. In addition,
two evaluation seminars that brought
together previous participants were
conducted incollaboration with ICA's
regional offices.

The study, which was recently pub-
lished by the SCC, traces the origin of
the ICSs to the ICA Congress in Stock-
holm in 1957 which highlighted the
need for assistance to co-operative de-
velopment in developing countries.
The need to streamlinead hocarrange-
ments for study visits to Sweden, and
the "Without Boundaries" Fund which
made the leadership training pro-
gramme financially possible, also con-
tributed to the decision to launch the
programme.

Although interpreted and applied dif-
ferently over the years in order to in-
crease the relevance and effectiveness
of the programme, the original objec-
tives remained unchanged through-
outtheduration ofthe programme; i.e.
leadership development, co-operative
networking, and technical assistance
mobilization.

What makes this study particularly
interesting is that it covers a period of
over 20 years. The changes in the pro-
gramme in terms of participants, con-
tents, methods and purpose thus also
reflectprevailing thoughtsand changes
in "development thought" (one of the
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reasons for its eventual discontinua-
tion was thatsuch courseswent "out of
fashion" in donor circles").

Adjustments were made in the pro-
gramme to increase its effectiveness
and relevance. These adjustments were
based on feedback and suggestions
from participants and counterpart or-
ganisations in the field, particularly
through the increased collaboration
with ICA's regional offices. The fact
that SCC continually acquired new ex-
perience and knowledge of the condi-
tions for co-operative work in devel-
oping countries also affected the pro-
gramme.

One such change was a shift from the
early rather ethnocentric approach
which was notunusual among donors
atthe time, (the title of the first seminar
was "Swedish Co-operation"), to an
increased emphasis on relating the
Swedish experience to conditions in
the participants' countries. In recent
seminars the participantsconsequently
prepared Action Plans that were sub-
mitted to the authorities on the return
to their home countries.

Other modifications pertained to the
programme design that went from the
general to the more specific and from
theacademicto the practical. The semi-
nars also became gradually shorter,
and there was an increased participa-
tion of women.

After having dealt with the major
trends and developments in the semi-
nar series in terms of objectives, pro-
gramme design, teaching methods,
etc.,the study sums up the results or

impact of the training programme. Itis
on these findings that it finally bases
its recommendations for the future in-
volvement of the SCC in leadership
development.

The study cannot provide clear cut
answers to questions about the exact
impact the seminars have had on co-
operative development in the partici-
pants'countries. Thereare fartoomany
other variables that influence co-op-
erative development for such conclu-
sions to be drawn. Neither is it possi-
ble to determine whether alternative
ways of spending the money would
have yielded better results. However,
the study concludes that there is rea-
son to believe that they did have an
impact at least on the participants and
their organisations.

The study also states the case for more
leadership training, and suggests that
the SCC should revive its support to
this programme which should be de-
signed as an integrated part of local
plans and strategies pertaining to
organisational development.

The study presents a wide range of
data/information that provide inter-
esting reading for people and organi-
sations that are involved in co-opera-
tive training. That there is a tremen-
dous need for leadership training es-
pecially in these days of turbulent
change, no-one can deny. This SCC
study shares with us valuable experi-
ence and information that may im-
prove the design of future pro-
grammes.

Jan-Eiric Imbsen
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