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-SECTION I

- INTRODUCTION

1, A Seminar on "How to Establi‘sh' a Gooperative Proéessihg Flant¥, |
convened by the International Cooperatlve Alliance, Regional Office and
Education Centre for South-East isia, in colleboration with the National
Cooperative Union of India, was held in Bangalore, Indla, from 5th
December to 20th December 1966, Mr, S. Nijalingappa, Chief Minister of
Mysore State, India, inaugurated the Seminar, The Seminar wes attended
by 2 participants from. five ’countries of Séuth-East hsia, nemély;z'ceylon,
India, Japan, Philippines and Singapores The observers from Internationsl
Labour Organication, International Cooperative Alliance, Unlted Nz;{tifans
Economic Commission for Asia. and Far Fast, and Afro-As:.an Rural

. Reconstruction Organisation also attended the Semlnar. i few experts in
the fleld of cooperative movement acted as the resource personnel to
assist in the deliberations of the Senlnar.lv

2+ Coopcrative moverent in most of the oountrles of Soutb-Eaat &sia

originated as a credit movement, It is only recently that the movement is

1. &4 1ist of the participants, observers, resource personnel and
Conference Organisers is appended in Annexure 1I,



being diversified and.many more fiélds of economic activities are being
brought under the cooperative fold, Cooperative processing of agricultural
products is one of such fields, So far the success in this. direction
“has beer limited to a few countries and to a few commodities, It is
being increasingly realised, however, that the cooperative processing can
play an important part in strengthening the economy of agricultural
producers, One of the pre-requisites for the success in this direction is
the buildin‘g"-up'l of adéqdate technical and managerial know-how, The main
purpose of this Seminar was to acquaint the cooperators in this region
with the nature of the prb-;blsns associated with the organisation and the
menagement of the agricultural pi‘oeessing societies in the cooperative
sector and the latest methods and techniques specially in the field
of organlsation and management to solve them, An exchange of 1deas and
mutual discussion among the participants who were directly associated
with this activity as well as the assistance of the experts in various
fields was considered to be of great help in fulfilling these objectives,
3. The Seminar partook the characteristics of a discussion forum,
“a-workshop and, a training course, About a dozen papers by resource
personnel and other experts were circulated for discussion, ‘I"he
participants were divided into three groups, in which more detailed
discussions took place. Each group was confronted with the specific
problams emanating from the papers of the experts as well as from the
direct experience of the participants, The discussion on the group
reports as well as the discussion of a general nature took place in the
plenary sessions, The Seminar had also the benefit of wrking with a
" team of resource personnel from Indian Institute of Management,
“Almedabed, on four problem cases. to be resolved through the case method,
The field trips to some of the ooo;;er_atiVe.soqieties was anﬁther _.

important feature of the Seminar.?'

2, For the programine and itinerary of the Saminar, see.
Annexure I, ,



be Thetmain problems discussed in the Seminar can be grouped
together under the following heads
I, Role of Different Agencies in Planning and Organisation
of Cooperative Processing activities.
II, Feasibility Studies,
III, Location of Plant,
IV, Planning of Raw Material Supply.
V. Froduction Enhancement and Cooperative Extension Activities,
VI. Financial Planning. -
VII, Marketing Organisation and Some Aspects of Price Policy,
VIII, Personnel Policy, |
IX, Modern Techniques of Manazement,
X. International Technical Assistance,

5. The plan of this report also follows basically the same order
of discussion, Though most of thé sessions were devoted to one or the
other aspects mentioned above, there were, as should be expected, cross
references on various problems in different sessions.

6, Before dealing with the gist of the discussions and suggestions
made at the Seminar, we shall briefly review in Section II, the status
of cooperative processing societies in the participating countries of
the Region, Section III reviews the diswséion and suggestions made at
the Seminar. The Annexure I & II give the 1ist of the participants,

and the programme of the Seminar, respectively,



SECTION II

STATUS OF QOOPERATIVE PROCESSING SOCIETIES IN
THE QOUNTRIES OF 0UTH-EAST ASIA

Agrarian Structure 3

1, The countries of South-East isia, with the exception of
Japan, and Singapore, are heavily dependent on their agricultural
sector, Judged on the basis of the proportions of the national income
generated in different sectors, and the percentage of the work force
deriving their livelihood from different activities, agriculture is
the predominent sector in these economies, Similarly, in the raw-
material base of the economy agricultural raw materials account for
a major share, What is more significant, for earning of foreign
exchange, which plays a crucial role in economic development, there
is again a heavy dependence on the agricultural sector,

2, The producers in the agricultural sector are so placed that
there is a lack of sufficient incentive to increase their production,
The economic organisation of agriculture of these countries is
characterised by concentration of ownership in land, rack renting,
insecurity of tenure, excessive sub-division and fragmentation of
holdings, continuing decline of the average size of hélding with the
mounting pressure of population on land, and increase in the under-
employment and unemployment in agriculture, Due to their small assets
the bulk of the producers are considered uncredit-worthy by the
organised credit institutions, The small quantum of marketable
surplus handieaps them in their relationship with the market
functionaries, The cooperative efforts provide a solution to many of
these evils which are faced by small farmers all over this continent,
The strong nexus of landlord, money lenders and traders can be weakened
only by cooperative efforts at a1l levels, At the same time success
of cooperative activities is heavily dependent on many-sided efforts

to improve the economie and social .conditions of the agricultural



producers, :
3. In th:.s context cooperatlve processmg can play a far~reaching
role in transformming traditional agriculture, Cooperative processing
industries have proved to ‘be an effective instrument of socioweconomiec
change of the areas in which they are loeated, .They have facilitated
the introduction of technical change in agriculturey they have created
‘not only economlic opportunitiss but have helped in building a class
of entreprensurs from amongst ordinary farmers, Besides, cooperative
| processing accdlerates the rate of capital formation in agriculture

both at the production and processing stages, .

The Beginning 3

4, Historically fhe development of cooperati_ve'processing in these
countries was slow b.ecauSe of .{:he unsympathetic attitude of the
erstwhile colonial powers or the then fuiing classes in many of the
countries, the lack of marketable surplus in the subsistence-oriented
| agriculture‘ of these countries and the social, economic and
political hegemony of the large farmers, moncylaiders and traders
(many 2 time a1l the three functions were vested in persons who formed
‘c'lOSe.ly knit). Some of these features are changing now,

5, & review of the co oporative movement 1n most countries of
this reglon would reveal that it started as a credit movement in the
‘beginning of the century, It was only in the 19308, especially when

- raw-naterial expor‘bihg countries felt the impact of depreslsion of
1929-33, that a beginuing was made in the ficld of eooporative
processing. A greater impctus for the growth of these actividies was

provided in the war and the post—war years, The postewar years also
coincided with the gaining of Independence and/or formation of
‘democratic governnie‘mts in a number of countries in this region, In
strengthening these activitles, since then, the Governments of the
reglon have taken keen 1nterest Another favourmble feature of this

. per‘lod was the relatively favourable terms of trade experienced by the
agricultural commodltles in the countrles of this reglon during the
war and 1mmediate post—war years, '



6, In Ceylon, for instance, ccoperative coconut societies were
started in 1940 at the initiative of the Ceylon Coconut Board, The
programme was further facilitated with the organisation of a union of
such spcleties, The first cooperative tea factory in Ceylon was
registered in 1953, In the case of India, though the beginning of
agricul tural cooperative processing societies can be traced back to
1917 when a cooperative cotton and ginning unit was established in
Mysore State, the real start was made only after 1950-51 with the
establishment of Pravuva Nagar Cooperative Sugar Factory in
Maharashtra, This programme got a fillip in the successive development
plans of the country., In the beginning of the Fourth Plan, by .
1965-66, cooperatives of the producers were already controlling a
sizeable part of the agricultural processing units in the sugar
industry and in the cotton ginning and pressing industry. In several
other agricultural.products, CeZey Ollseeds, paddy, fruits and
vegetables ete,, the ecooperative processing societies were making a
steady headway. ‘

6,1 In Japan, the cooperative processing of agricultural products
began after the slump in the agricultural prices during 1929-1933, The
vigorous growth, however, started only after the World War II, By
1949 in some of the industries, especially in the food ihdustry,
~ cooperatives had made a significant dent, In Philippines also it was
only since 1952, when the Government created igricultural Credit
“and Cooperative Financing Administration and encouraged famers to
organise themselves into cooperative marketing associations, that a
real beginning was made in organising cooperatives for agricultural
processing, The organisation of Central Cooperative Exchange, the
apex organisation of the cooperative movement in the subsequent years
helped in its further growth, Tobacco is the most impof‘bant commodity
processed in the cooperative scctor, It should be of interest to note
here that a further fillip was given to the cooperative processing
movement after the agency of Agricultural Productivity Commission under
the agricultural land reform llaw was established which aims at
transforming a share-tenant into a lease holder and eventually a



landowncr, The Agency takes complementary measures to mske the economy
of the beneficiaries of the land reform legislation viable, In
Singapore, one or two abortive attempts were made in the post-war
years to oz;ganise cooperative processing factories specially in the
food industry sector, So far none of these attempts have yielded any
significant results,

Organisation and Structure s

7. In most countries of South-East 4sia the cooperative

processing societies have been organised as adjunct to +he marketing
socleties, Howgver, in certain cases, especially when the investment
is relatively large independent, procesulng units are -also belng
or( anised,

8. Most of the societies in this region have not gone beyond the
first stage of processing or primary processing; e.g. processing of
paddy into riee, The utilisation of bye-products or more sophisticated
treatment of main products which might be called secondary processing
have not yet been taken up. In Ceylon, tea and rubber processing
societies are engaged in the primary stage of processing. Some of the
cdcpnut processing societies have advanced to the secondary stage. An
all Ceylon Coconut Producers Processing Societies Union Limited has
also been organised., These societies as well as their union are.in
e{rolut.ion-of the marketing societies in the respective commodities.

9. InIndia, processing unlts establlshea into eccoperative sector
confim to two distinet patterns, These are ¢ (1) units established by
“the 1ndependent processing societies and (2 units established as
adjunct to cooperative marketing socnetl w., In the former category are
large units, such as sugar faé'bo'ries, oii—seeds solvent extraction
plants, spinning mills, ete. M ot um and small L.nl'bs, such'as rice
mills and hullers, oil mille, jute’ ballng un:.ts, and cotton glnm.ng
and processing units, mos¥ly fall under the second category, As a
third vériant are the secondary prdéeésing units estdblished by a
group of primary processing societies, e,g. a ootton splnning mill
est.abllshed by cooperative cotton pressing and Splnnlng socleties can
be cited as an example, The :cooperative processing units in India have



their own state level and federal organisations in respect of some
commodities, They are also supported by several government agenecies,
most important among them being the National Cooperative Development
Organisation, |
10, In Japan, the oooperative processing movement is

distinguished by two main characteristics, Firstly, most of the
primary societles undertaking cooperative processing activities are
multlpurpose societies, They perform procesvsing business as one of the
several activities such as credi"b','plirchasing, exte‘nsion,l insurance
ete, Secondly,'. a number of cooperative institutions are partners in the
joint—stock companies in which private capital is also invited, The
cooperative movement in Japan operates at three levels, namely, the
local, prefatural and national leévels, The Japanese participants
reported that the activities at these three levels are not sufficiently
integrated in respect of the processing function, The upper level
orgenisations mainly give assistance for holding training courses and
for introducting new techniques, although the Central CooperatiVe

Bank for Agriculture and Forestry provides finance to the processing
units, Similarly, Agricultural Forestry and Fis'hery Flnance Corporation
provides long-term credit at low rates of interests., The gov‘ernmen'b
‘assistance consists, mainly, in assisfing the organisation of research
and training courses, For agricultural modernisation central govermment
and prefactural govermment grant loans and subsidy to the agriculbural
cooperative credit organisations and thus indireotly help the

primary units undertaling processing activities, | _

11, In Philippines, processing societies are in adjunét %o the

" cooperative marketing societies, The multiburpose farmers”’

cooperatives marketing and processing associations (FaCdias) are
federated first at the provincial and national levels, Their apex
organisation is Centrel Cooperafive Exchange (CGE). The FaCdMas are
also supported by two government agencies, namely Agricultural Credit
" Adninistration which extends credit and, Commission on Agricultural
Productivity which promotes and organises agriculﬁural cooperatives,



Achlevements

12, .The progress of the Cooperative processing in the
participating countries was reported to be unevéen and generally poor.
In certain commodities, however, in individual countries n{?table
strides. were made, In Ceylon, for instance, the cooperative coconut
processing societies have covered an important segment of $he esconut
growers, They have also started manufacture of secondary products as
well as fuller utilisation of the various bye-products, Still they have
a long way to go before they can really make an impact on the coconut
economy of the country, In India, 2s was noted sarlier, a significant
‘achievement has been made by the cooperative processing sector., 4dbout
1600 processing units had been organised in the coopérative sector by
- %he. ond of the Third Five Year Plan, viz, by 1965-66, of which nearly
. 778 are expected to have gone in production and the rest are at various
stages of installation. .mong the food crops & large number of rice
mills and hullers (830 units) have been organised under the cooperative
fold, The same is the case with regard to the groundnut oil mills (199),
But most of these are in the small-scale industries sector, On the other
hand thei sugar factories (76) and the spinning mills (25) organised in
~ the cooperative sector are fairly large units by the standards of the
-developing countries, The sugar cane processing societies as well as
ground nut oil processing units have also started, in a few instances,
a complement of plants to enable tham to make full utilization of
their various bye-products, - ' - '

12,1 In Japan nearly 877 plants of multipurpose agricultural °
cooperatives, 145 plants of the single purpose agricultural -
coopei'atives , 26 plants of prefactural economic federation and 43 plants
of national marketing federation were already in operation by 1965,

It is mostly in the food industry that a notable start has been made
by the‘oobperative sector, These plants in the cooperative sector
covered products such as meat, milk .and milk products, spices, wines,
gtarch etc, In Philippines, after the reorganisation of the cooperative
movement which took place during 1955-1966, the number of processing

units, specially rice processing units, in the cooperative sector
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has been considerably reduced. is a precondition of the success of
'woperative processing, stress is laid on strengthening cooperative
marketing. The tobacco redrying plant of the GCE is proving to be a
sound ‘econbmic proposition, This plant serves nearly 110 tobacco
producing fammers’ cooperative credit and marketing societies (FaGdMas),
which are the only associations authorized to sdll virginia tobacco to
the government,

Fature Plans ¢

13, Despite the slow progress cr occasional failures the role of
cooperative processing in strengthening the edonomies of the small
famers of this region is fully recognised, Most of the movements in’
South-East isia have plans for future development, In GCeylon, the
coconut societies aim at fuller utilisation of the bye~products as well
as enlarging the trading operations of the 'p"x"Oc:esséd goods both in the
dom‘estic as well as in the foreign markets., The tea and rubber processing
soéieties aim at consolidating their position before undertaking
further expension. Processing of fruits and vegetables is anothér line
~in which cooperatives are likely to enter, India has an ambitious
plan for development of the cooperative processing of agricultdral
commodities during the Fourth Plan period, 1966-71. Nearly 33 per cent
of country’s sugar manufacturing capacity, 27 per cent of the cotton
ginning and pressing, 18 per cent of the rice milling, 17 per cent of
the groundnut oil processing, and 11 per cent of the frult processing,
is planned to be orgenised under the cooperative fold by 1970-71. ‘
Attenpts are being made for the profitable utilisation of the Bye-
products of sugar, cotton, groundnut and, the rice bran. Besideé,
atterﬁpts will be made to cover commodities such as jube and plantation
crops, which have rumained so far outside the-pef‘View of cooperative
processing, Similarly, in Philippines the dairy activiti es, poultry and
livestock enterprises and, coconut producers, are likely to be organised
in the cooperative sactor, Efforts are also being made to consolidate
the movement and to strengthen thefma_rketing societies,



Common Problems @

l4. The common proklems faced by the cooperatives in Ceylon
illustrate the protlems faced in the other countries of this region,
The experience of Ceylon suggests that most of the failures oceur in
‘the initial period, Once the initial problems are overcome, generally, -
the processing societies settle down as viable 'e'conomic units, The
societies started in the war and pbs’t-war boom period had the
advantage of Wearly start?. The societies which started later had to
face a more competitive market., The biggest handicap was the lack of
proper planning and management, Thus the haste with which mills were
congtructed in order to take advantage of the boom in prices reeulted
in poor design and use of second hand materials for construction with
the result that heavy depreciation had to be provided for., A lack of
foresight also led the sociéties to distribute profits liberally
without building up reserves, On the other hand extension measures
on the farmers’ field to ensure the ﬁgh’b‘quality and adequate
" quantity were not taken. Some of these prohlems still plague the
. movement, _ o

15, In India, also, instances are 'hotll.a‘c-;king of cooperative
processing units been established without proper ddvance planning,
Anong other things, the result has been under-utilisation of installed
capacity and consequent adverse effects on the economic viability of
the units, Another serious limitation faced by the processing units
is the derth of suitable managerial personnel, The financial
problems are faced by the cooperative processing units even in Japan,
It is difficult for a cooperative society to increase share capital
for undertaking processing or to enlarge the size of these plants,
Cooperatives are apt to distribute a large share of their surpluses
and hence lag behind in building the reserves.

16, In most of the countries cooperatives do not control
marketing channels and have to depend on the marketing channels
dominated by the private sector, The techniques used by several
cooperatives are outmoded and it is difficult to ghange the techniques,
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Cooperatives being democratic organisations also have to face
fréquentchang'es in management, In some countries, e.g. J'apan., the
. limited operating area of a society poses another handicap..

17. To sum up, the main problaﬁs are: poor planning and
management, insufficient f‘inancing and lack of proper appreciation
on the part of members, unequal ‘and sometimes unfair competltion
from the private sector and difficulties created by rigid and
pnimmaginatlve attitude adopted by the government officials,

18, As ageinst these handicaps, some positive factors in favour
of the development of cooperative processing may be noted. Firsﬂ.y,
the farmers themselves are undergoing a reorientation of attitudes
towards faming business, Secondly, the governments in the Region
“are committed to rapidly achieve edonomic growbh and are postively
disposed towards cooperative efforts of the faming communities,
Finally, the apex cooperative or_'gainisations in the Region, which are
aware of the contribution of cooperative processing to the fam
economy, are lending their support to development of cooperative
processing activities, The neéd, therefore, is to equip the workers
at various levels in the cooperative movement to face thve task of
pla.nning and management of cooperative processing units with the aim
of ma.klng them economie, viable and grow’bh-orlented
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SECTION IIT

I. FOLE OF SECDNDARY AGENCIES IN PLANNING AND ORGANISATION
| OF COOPERATIVE PROCESSING ACTIVITLES 5

1. The Seminer discussed the role of secondary agencies for
planning and development of cooperative processing in the context of a
highly developed oooperative movement viz, Sweden, and a developing
movement, viz, India, It was agreed that there was no uniformly
applicable answer to the questi.on as to what secondary organisations
within the agricultural cooperative movement could do, because the
social and political conditions, the general economic situation and,
the level of cooperative development differ from country to country,
Nonetheless, there were three important fields in which secondary
organisations could play an important part, They were @

‘1, Planning the development of processing units within the
cooperative movements

2. . Service and advice to existing units;

3. Acting as spokesman for existing units vis-a-vis government,
and cther public and private agencies.

Experience of Syedent .

2, In Sweden, 'the basic responsibility even in the fidd of
cooperative processing is undertaken by the primary societies, These
societies generally concentrate on one farm product., The primary
societies are affiliated to the country-wide organisations of their
respective products, For instance, the primary dairy societies are
affiliated to the Swedish Dairy Association, For the cooperative

movement as a whole there is an apex organisation; the Federation of

3. The following papers of the Seminar refer to this aspects:(1)Agency
for Prospecting and Planning Development of Cooperative Processing
with Special Reference to Experiences in Sweden, by Dr, Helge
Kristersson, (2) Planning and Promotion of Cooperative Processing in
India, by ~. S.S, Puri,
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Swedish Farmers?’ Associations, The national organisations for

different farm products have also sponsored some processing
cooperatives but first and foremost of their functias is to act as a
service organisation for the zifvfirli-é’be&fsociéti es, T!;é:v also act as
marketing bodies at the national and international level for respective
agricultural products, The Federation is also a service agency dealing
with questions of common interest to different farm product societies.
It advices the affiliated bodies on taxation and auditing, It also
carries out informative and educational programme on benalf of
agricultural cooperatives and arrange training courses for their members,
It investigates into matters of general concern to the societies and
negotiates with government bodies ad agencies on matters of common
interest to the farmers,

3« The main initiative regarding cooperative processing rests
with the specific farm product primary societies. This: has created
problems because ih order to kéep pace with technical developments and
to maintain cooperative strength the trend is to opt for larger plants,
To establish such plants is becoming increasingly diffieult for primary
societies, This protlem at the primary level is being Fesolved by
increasing the size of the primary societies thréugh amalgamation, Also,
specialised societies are organised to perform certain functions, such
as seles and purcbases. The secondary organisation play o useful role
at the investigational and planning stage, in the provision of
technical assistance, advice and information, to méintain public
relations and, for training and recruitment of managerial personnel,
‘Experience of Indias ) R

4. In the countries where tfle cooperative movement is relatively
weak Secondary organisations have to perform a much more active role,
Even for organising a simple processing activity at the primary level
the resources of the primary societies are generally inadequate. The
need for a strong support from secondary orgé.nisations arises because
of a large number of variables and uncertainties such as weather
uncertainty and fluctuating production, problems. pertaining to the
loyalty of the raw-material suppliers ete,, which have to be taken into
account in the agricultural processing activities, specially in the
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cooperative sector,

"5, Secondary agencies at various levels have been organised in
Indla to lend support to the cooperative processing ‘activities, These
agencles ‘could be grouped broadly into two classes. One is the
govermment agencies, which include the cooperative departments at the
state and the federal government levels, The National Cooperative
Development Corporation, which has played an important part in the
growth of cooperative processing of agricultural products is a
quasi—govefnment instituion, In the second category are the
institutions within the cooperative movement, such as federations of
the processing socleties (e.g. the federations of sugar miils,
cooperative textile mills ete.)., There are specialised agencies viz.
the 8tate Codperativa Unions for particular activities such as
education and .'training. Some cooperative agencies though mainly
concerned with other fields, e,g. credit, also take interest in
cooperative industrialisation, The most well-known among these is the
Maharashtra State Cooperative Bank which set up a cooperative
Industries Commlission for promoting cooperative processing in the
state, As in other countries, cooperative marketing federations have
particular importance in this set-up because processmg is a part of
the marketing function,

Appropriate Ageney ¢

6, Apar'b from the 1nterdependence between the marketing and
processing there are other reasons, which suggest the pivotal role of
marketing societies in sponsoring cooperative processing activities,
Marketing socleties, which are generally situated in Mandies(marketing
towns) have the locational advantages, Besides, the overhead costs of
marketing societies can be more equitably and economically c‘ii‘s‘tributed
if the processing activities are undertaken by them. But there arc two
exceptions which would warrant a specialised processing society more
or less independent of marketing societies. One, when the investment is
too large to be undertaken by marksting societies (for instance, a
cooperative sugar mill or a cooperative cotton textile mill) and two,
when the st :is so small that even a nul tipurpose village society could
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start the processing activity (for instance, a rice huller).

7. The assistance of private agencies, especially in the
.provision of equity capital, in sponsoring cooperative processing was
not favoured by most of the varticipants of the Seminar, It was
maintained that cooperationh was not merely another form of business
but it was an organisation with a certain social orientation, Besides,
in most of the countries the initial eciui_ty capital could be
supplemented by taking assistance from various pullic z—igencies
directly or indirectly connected with the financing of industrial
activities, A few participants, however, felt that ideologlcally there
was nothing wrong in cooperatives inviting equity capital from the
private enterprise for jointly setting up processing units, as long as
the processing units would help to raise members’ cconomic conditions,
Examples of such joint ventures are found in Japan, Sweden and some
African countries,

8, During the course of discussions it was pointed out that the
growth of cooperative processing need not depend on the initiative
of the govermment, It was suggested that in several of the
COOperatively developed countries of‘Eu._rope ‘there was nd separate
ministry or department of cooperation., But it was generally agreed
that the historical conditions in which the cooperative movement had
developed in the West were different from £hoée which now prevail in
developing countries, For one thing the atmosphere of laisse-faire which
prevailed in the later 19th and early 20th centuries when the
cooperative movement took its roots in Europe is no longer a force in
the social and politicel thinking of the developing countries and a
positive role was aésigned to the state to initiate measures for
economic developmeﬁf and emong these measures development of
cooperatives figured prominently,

Typs of Assistances ,.
9. (1) Plagning and Proiects ¢ Planning for development of

processing may be in three stages, In the first stage, the areas may

be surveyed with a view to obtaining general infommation regarding the
resources, existing industries and, prospects of new industries, In

this task the information elready available with various govermment



departments mgy be largely utilized, In the second stage, a more
complete picture may be drawn giving detailsiof the available raw

- materieals and natural resources and suggesting in an outline form,

~ the prospects for particular industries in the given area, At this
 stage, attention should be focussed on the types 6f commodities or
groups of commodities for which processing industries have to be
éstablished in the area, The third stage involves planning for setting
up on individual processing plant in an industry for which prospects
for growth have already been established, _

10. In view of the need to establish more Sophlstlcated processing
plants, greater emphasis has to be laid on detailed planning,
Ortinarily, if the job is not highly specialised it can be assigned to
an individusl technician or to bechnicel cells located in the
- secondary organisations or in the government departments, If the
planning involved is more complex, *he nutional bod:_es could assign this

work to specnalloed flrms. : |

1, (2 of Technical Kpow-hoy The developmeut of

agricultural cooperative process:mg nueds Spemalsed techmcal
assistance for identification of areas, preparation of feasibility
reports and hlue prints, location of-site, selection of plant and
machinery, technical audit of the processing units in production ete.
Individual processing units may not be able to Secure services of

. Specialised teehnical experts for all these pruwoses, To obviate this
diffieulty and to accelerate the growth of éooperative processing of
agrieultural produce, secondary orgéniéations in India have set uwp
teehnical cells consisting of qualified engi neers, technologlsts,
pmcessmg and marketing experts. The natlonal bod:x.eg 1n the government
vmay provide financial assistance for this purpose.

12, (3) Training of Managerigl Pepsorngl + ~ In the planning,

instellation and cooperat:.on ol cooperc:blve process:.ng units, management
nstitutes one of the most- sigmﬁcant 1nputs The abll:.ty of the .
‘eooperatives to have access to. sult.a.ble managerlal personnel will,
therefore, have a vital bea.rlng on the success of the processing
programme, This is a sphere in which an initiative will have to be taken
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by the apex marketing societies, and state-level federations of
processing cooperatives wherever they exist. The apex organisations
may create a pool of trained personnel for loaning them to affiliated
societies, In addition, special training courses for new recruits as
well as for the existing incumbents can be orgam.sed go as to make
available trained personnel for nrocessmg units, Even in developed
countries, like Sweden, processing units have to dependv on. tbealr
secondary organisations for obtmna.ng theSe Semces.

TT. FEASIRILITY STUIIES

13, It was emphasized in the Seminar that nowa~days to procure
credit in the domestic capital market, and more so to secure -
international assistance, feasibility surveys are necessary. The
precise steps to be taken while working out a4 “feasibility report’
differ in different situations, depending especially, on the nature of
planning at the government level, Many.a time when there are -
comprehensive governmental plans for industrial or regional
development the scope of the ‘feasibility repor‘b’ for a partlcular
unit is more sharply defined, :

The Qutline of a Feasibility Report:

" 14.  The steps which are generally suggested to prepare a

feasibility report? are, first, the description of the product, its
importance and its suitability for processing, two, the economic
prospects of the industry, the latter wuld include domestic Supply=
demand analysis as well as the prospect for exports and/or import-
savings, The economic aspects would alSo include ascertaimment of the
price of the ra-r materials and selling price of the end products.

The taxation as well as the subsidies and other governméntal measures

4., Following papers of the Sanlnar refer to t‘u» aspecti (l)Outllne of
Feasibility Project Concerning a Processing Industry Based on
Agriculture (Essential Elements) - By Branko Zlatarie., (2)Brief

- Case Study of a Feasibility Project for Establishing a Sugarcane
Plant (outline) - By Branko Zlataric,
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have also to be taken into account at this stage, The third important
step would be to determine thb size and the location of the industry,
While it may be easier to determine the technlca.lly op timum s:.ze, in
~actual practice much will depend cn the level of technology which 1is

" desired  be adopted at a particular juncture, Similarly, in the case
of location, direct econoniic benefits are of crucial importances

’ howéver, due weight has to be given also to the indirect costs and
beriefits of locating a plant at a particular site. The fourth step in
a'feagibility report’ compi'ises the technical and eccnomic description
of the plant including  (a) processes of produ_ctic.an (b) supply of raw
materials (c) manpower planning for both skilled as well as unskilled
labour (d) transport arrangements (e) distribution arrangement, In the
- same section would be included the phasing and t,im‘ing. of the whole
project, As a next step the report should suggest the ﬂxéd -and the
working capitel requirements, the alternative sources of obtaining them
and, the charges which have to be paid, Next, the report should arrive
at the profitability of investment, which in fact should be considered
the main outcome of the r“qqort. While calculating profitability, the
items of costs should be detailed out and also the 1?ime ‘horizon should
be specified, because the project which might be unprofitable in the
short-run may be profitable if the whole 1life of the equipment is taken
into account, Lastly, the feasibility report should suggest the type of
organisation and f)lmning which 15‘ necessary at every stage of the
implementation of a given prdjec‘b. A

Goals and ObJectlves :

15. The particlpants agreed with the lmportance, the basic

: apprqach as yell as the stepfby-step construction of a feasibility
report as outlined above, 1t was suggested, at the same time that the
goals and obJectives of the progect have to be clearly defined, While
the maximum profltabllity consistent W'.L'bh the sumval of the firm (in
this the cooperative) will be a goal in most of the cases and more So
‘at:the micro-level, at méc_ro-.i‘ev'éfthe planning” authorities might. have
some ofhet.bbjéctivéé in view as well, ‘The consultant has to keep an
eye on these objectives even when he is planning for profit-maximization



at the project level,
Tyoe of Technology ‘ .

16, Another ticklish prollem pertains to the type of technology
advoecated, In developing countries, due to the abundance of labour and

paucity of capital, intermediary type of technology sometimes has to
be opted for instead of a highly sophisticated type, waich is generally
capltal intensive and labour saving, even though the latter is more
profitable, Another important decision which goes beyond the scope of a
purely technical feasibility report is regarding the degree of
integration between the functions performed on the farm by the
growers and the functions which the factory is going to take over,
Another decision of similar nature is in the field of product-mix
and diversification,An important consideration in deciding to have
product-mix is the need for imparting a certain degree of flexibility
to the organisation, This is particularly important for agricultural
processing units such as dairies,&where the raw material supply
fluctuates in different seasons, : ‘

17, While drawing the feasibility report a technical consultant
may or may not provide for all these eventualitiesjy sponsors of a
cooperative processing plant, however, cannot overloock them,

111, DETERAINING LOGATION OF ELANTS AND OPTIMIM SIZE OF OPERATION °

Factdrg Determining Location ¢
18, The factors which have to be taken into account for:deciding

the location of a plant were enumerated and illustrated for the benefit

of the participants with reference to a practical case of a fruit
processing plant located in Pakistan, The first question which has to be
answered while detemmining the location of a plant is whether the plant
should be near the growers or near the market, Some of the factors
which would help in answering the question are cost of transport of

5, Following Papers of the Seminar refer to this aspect: (i) Determining
Location of the Plant and Optimum Size of Operation (with reference
to ‘a Fruit Processing $int) - By Flemming Fisher, (ii) How Sangli
Cooperative Sugar Factery was Estahlised - By .A.R, Upadyaya.

Also refer to, ‘ ‘
Yashnagar District Milk Prcducers Cooperative Union - Case Study
sutmitted by the Indian Institute of Management, Almedabad,



raw materials, the facilities with which it can be transported and the
extent of the loss of welght after pro céssing. Similarly the
concentration or the dispersal of the consumers of the product has to
be taken into account. In the case of most of the agricultural
processing plants, and more particularly the fruit and vegetable
processing plants, on the basis of these considerations the decision
would, normally, be in favour of locating the plant near the sources
of raw material supply.

19, Once this declsion is taken the exact location of the plant
will depend mainly on the availability of the production facilities
and the concentration or dispersal of the growers. The facilities which
have-to be taken into account are commonly known as infra-structure,
k_me_aning thereby the system of roads, railways, bridges, power, water,
| ete. The availdbility of skilled and unskilled labour, and 'thé price of
the land for the factory site, are other important considerations,
Apart from the economic and technical considerations, preferences of
the menbers have also to be given due weight although in most of the
cases the members can be convincéd about locating the plant at a site
which is technically and economicelly most appropriate. Development
potential of an area and the effect of a location of a large-sized
plant in an arca are two other considerations which have to be taken
into account which deciding about the location of a plant,

D, The specific questions arising from the paper on the subject
on location of processing plants dealt with in growp meetings. Of
particular interest were the views of different groups on the location
>of dairy plants, Weighing the problems connected witl"l the location of
cooperétive dairy plants, er.g. pfoblan of milk vrocurement, bulk
handling, and transport technology, collection of share capital, winning
loyalty of members, type of products to be manufactured, etc. the
consensus was in favour of locating such plants in the rural areas,

4 Case Study of a Sugar Processing Plant ‘s

- A, The Seminar heard an 1n'terest1ng account of the establlshment
and growth of one of a dynamic sugar factories in the cooperat:.ve sector
in India, A few points of common interest emerged from the - o
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paperéand subsequent discussion on the subject, It was made clear from
the example of this sociecty that a massive investment such as has to be
made in establishing a sugar procecssing factory can initiate a chain
reaction which would be conducive to the growth of rural industrialisas’
tion, Partly, it is a strong point of the sugar industry that its
linkage effects are far-reaching and strong (i.e. the impact i€ makes on
the raw material supplies is very strong), &Also, the raw material supply
as well as the by-products of the main plant can lead to the
establishment of a number of industries. It was due to the vision and
the eourage of the leaders that these potentialities could be turned
into realities, The other encouraging features of this project are also
worth,enphasizing. For instance, it was demons trated by this society
that with determmined efforts an agricultural processing plahts can
create its own base of raw material supply, where there was practically
none before, by taking adequate steps for the provision of irrigation
facilities, improved inputs and agricultural extension. Similarly, by
a judicious financial and investment policy it can ensure sigzeable
capital formation not only for expansion of the plant but also for
promoting several other industries like ceament pipe factory to
facilitate irrigation, cane growers fidld, or a distillery to use the
by-produets of the factory, By proper husbanding of the available
resources overhead costs can be lowered for a group of inter-related
industries, supplying inputs to the sugarcane growers or facilitating
further processing of be by-producus, especially in the crucial

initial phase, A similar dovetailing of resources in the form of
tecttlcal personnel can overcome another majcr hurdie, namely paucity
of te¢hnical and swpervisory cadre, In this particular case the
technical staff of the sugar factory not only built the main plant

but also could be utilized in off-seasons for assisting in various

6. Paper referred to in Footnote 5 (ii): "How Sangli Cooperative
Sugar Factory was Established",
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~other related industries in the promotion of whi__ch the sugar factory
had taken interest, The basic reason for the successful start and the
growth of the factory was the leadership which was popular,

influenticl and progressive,.

The Optimum Size of the ‘Oper-ations :

22, A rclated problem is that concerning the optimum size of the
plant, The main considerations in this regard are (a) the estimate of
the maximum supplies of raw materials (b) the estimate of a level of
sales to ensure maximum profits (c) evaluation of alternative types of

‘machinery and equipment from the technical and economic point of view,
(d) calculation of cost of production for alternative plants (e)
calculation of sales income on the basis of sales. estimate andy
price estimates (f) finding out break-even points between income and

- expenditure for alternative plants (g) calcilation of net profit and
(h) determining the optimum production on the basis of break-cven
point and the profit ratio, A rational decision on the optimum size of
production would involve working out the above details, '

23, Apart from the considerations narrated above certain other
relevant factors have also to be taken into account, For instance, the
break-even point represents only the first step towards the evaluation
of the profitability of the plant. For a complete evaluation, the returns
to the capital invested have to be calculated, It was maintained that
in calculating the cost the promotional expenditure such as costs of
feasibiiity studies, costs incurred for pursuing and orienting the

‘existing and potential members, will have to be taken into account.

IV. PLANNING OF RAW MATERIAL SUPPLIES !

2. Assured raw material supply is a precondition for the

successful running of a processing plant, Thé_'Sémixiar ,diScussed.-

7. Following Background Papers of the Seminar refer to this aspect:
(1)Planning of Supply of Agricultural RawMaterial (with special
reference to Cooperative Sugar Factories) - By V.G, Puranik, (2)
Planning of Milk Supply for a Dairy Cooperative - By M .K, Shah,
Also refer to @ .

1. Mahanagar Municipal Dairy - A.case Study sutmitted by the
Indian Institute of Management, Almedabad,
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the problems of raw material supplies in the context of two processing
industries, the sugar industry and the dairy industry. There are many
similarities in the problems, as there are a few special problems of
each of them as well, The estimate of raw material supplies is
essential for, deciding about the location and size of production plants,
for formulating sale policy for the finished products, for determining
the product-mix, for future expansion pfogramme and for assessing the
need for the timing of diversification of the production, It was also
anphaéized during the course of the discussion that a properly devised
raw mater;‘.al policy can encourage decirable structural and technological
change in the agriculture of the area covered by the processing
cooperative,

Marketgble Surplus:

2, In normal circumstances a plant is located in the areas where
raw-material production is already in sufficient quanﬁities. What is
needed is to estimate the marketatle surplus. In the case of non-food
agricultural products, say cotton, the marketable surplus is more or
less equal to production, but in the case of other products, for
instance milk ~ and to a lesser extent, sugarcane - marketable surplus
has to be estimated by first finding out production and then netting
out eonswnp'bion requirements, The date for both, especially for
consumption, are not very reliable in developing counfries, and, to
that extent, recourse has to be taken to indirect measures of
assessing marketable surplus. One of this would be, in certain
clreumstances, the size of opcrations of the existing mé.rketing firms,
For instance, the size of operations of the private milk-venders in a
particular area can give some idea about the potential marke‘bable"*‘
surplus of milk in the given area. |
Ensuring the RawMaterial Supply @

26, Once the marketable surplus is estimated, the next problem is
to ensure adequate and continuous supply of faw materials, Several :.
measures have to be undertaken for ensuring sufficient’ quantity of raw
materials, and that too of the right quality, For ensuring sufficient
Supply of raw materials, several sugarcane processing units undertake
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a vigorous extension programme. Most of the sugar factories have a
well-knit and forward-looking Agricultural Development Department, This
department looks after the production of sugarcane, its harvesting and
transportation, The difficulties in carrying out these functions can be
well appreciated, If it is realised that marketable surplus to be
collected from each producer is likely to be in small quantities, Due
to the working of these departments, sugarcane nroduction has been given
a fi1lip in the areas covered by the sugar cooperatives, The indirect
effect of their working is reflected in roisins the general level of
agricultural productivi ty, The processing plants can and do take
several other measures e,g. provision of irrigation facilities, supply
of quality seeds, fertilizers etec., to boost agricultural production
of the raw materials required by than, _

27. The quality of the product can be agsured, first by making
conscious efforts at the production stage by the Agricultural Extension
Department of the plant, But more effective has been the price policy
of giving incentives of higher prices for better quality materials. In
sugarcane factories, it is the sugar content of the cane for which a
premium can be paid, in dairy it may be the fat content of the milk
which may be the major. determining factor in the priecing of the raw-
material, It has been the universal experience that such incentives
always help in procuring the right quality of raw materials,

‘Seasonal Fluctuations

2, The third problem, discussed in this connection was that of
seasonal fluctuations in the raw materials supply. Where the problem is
not very acute, e,g. sugarcane, a phasing of the harvesting of the
crop is quite helpful, But in other industrices, especially dairying, this
is one of the most important problass. It bas been found from Indian
experience that most of these fluctuations can be accounted for by
concentration of calving in a particular season, nomally coinciding
with the post-monsoon season when the natural grass is abundantly
_ available and hence the calf has a higher chance of survival, The export
of useful cows and buffaloes from rural to urban areas in a particular
season further accentuates these difficulties., A proper price policy

is necessary to encourage the producers to release more of marketable
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surplus in summer, the slack secason, by offering them higher prices
and by reverting the position in winter,

0. For ensuring adequate, year-round supuly of good quality
materials, the price policy can play -an important part. An assured
market, remunerative prices declared well in advance, and the minimum
fluctuations in the price can achisve the objective with relative ease,
although in certain circumstances specially in the initial phase of
a cooperative processing plant, it might have to be made obligatory
on the part of beneficiry-members to give their raw materials to
the cooperative unit only 2nd to no one else, In certain circumstances
the processing societies have to devise a strategy for the collection
of raw materials in such a manner that in the initial stage they are not
in direct competition with the entrenched private interestsj they can
graduelly expand the sphere of their activities as they gather strength.
This was illustrated by the procurement policy of milk in some of the
newly established city dairies in India, which left out an area of 10
o or 15 miles around the cities as far as thelr milk collection
activities were concerned in the initial phase as it was very difficult
to out-bid the entrenched interests in these areas,

30, Similar advantage can accrue to the mambers if the processing
units follow a wise payment policy. Cne of the most successful dairy
units in India attracted, and still holds, 1ts members by, among other
things, paying them cash twice a day for the morning and evening
deliveries of milk,

Harvesting and Transport of Raw Materials ¢

3l. As regards harvesting of raw materiais and transport to factory
site, the advantages of large-scale collective cfforts was recognised,
but at the same time it was fully appreciated thaet the local condltions
which the processing plants faced varied so much, that it would be
difficult to make any general statement, However, in the case of
harvesting of sugarcane, if the action is taken by the processing unit,
of course with full consent and cooperation of the growers, two
distinct advantages arise, For the processing unit phasing of the
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supplies to the plent becomes sasierj for the producer, picking up the
cane at the most proper time becomes possible with the help and supervi-
sion of experts from the sugar factory. As against this, the problem of
organising transport arrangements is quite difficult on account of

the small quantities of marketable surplus available with the producers
and bad conditions of roads and concentration of processing work in a
limited time. Hence, for the processing society the net advantages seem
to be elther to employ separate contractors for transport purposes, or to
encourage growers and suppliers to bring their produce to a common
collecting point rather than establishing its own transport organisation,
V, PRODUCTION ENHANCRMENT AND COOPERATIVE EXTENSION ACTIVITIES 8

The Need ¢
| 32, Producers’ cooperative societics owning a processing plant are
in a difficult position as far as the return to the growers are

concerned, because beyond a certain point they cannot give a higher
price for the products lest their competitive position in the market
should suffer, But they can still make a substantial contribution in
raising the income of the producers by organising extension services
in such a manner thatvthe cost of the inputs is decreased, the guantity
and quality of crops produced is improved and the modern methods of
production are adopted by the producers. All these would lead to a
reduction in the cost of production and thus to the widening of the
margin between the costs and the returns, Also, cooperative qrganisations
will prove more effective agencies for extending the knowledge of
improved practices and organising the distribution of improved inputs
on account of their day~to-day business contacts with the members,
Extension Services by a Dairy Cooperative:

33, To cite one example, the MUL Deiry in the Gujarat State of

India, has proved to be of great assistance to its members because of the

several extension Services it has organised, In the field of animal

8., Following backgrouhd paper of the Seminar refers to this aspect @
(1) -Production Enhancement and Cooperative Extension Activities by
a Dairy Cooperative = MUL - by M,K, Shah,
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husbandry and veterinary diseases, its activities indlude (1) mobile
voterinary dlspensaries (2) special visits by veterinary physcians,

(3) veterinary first aid, and (4) artificial insemination, The second
group of services arc aimed at improving the feeding practices, The
dairy has started its own cattle feed factory and is distribuling a
balenced feed at competitive prices. The dairy“s feed product is

fast replacing the cotton eeed which is the staple coneentrate in this
area both due to its superior quality and competitive prices, The
dairy has also initiated an ambitious fodder development programme by
distributing seeds of improved varieties of grass, The importance of
this programme for the dairy is considerable because with proper \
feeding, along with the changes in calving prac‘tiées, the rate of
conceptions can be increased and the huge seasonal fluctuations in the’
milk supply can be evened out to some extent, Thirdly, as a part of its
programue for bringing awareness among the menbers about cooperative
principles and winning their loyalties for their institution, the dairy
organises village to village exhibitions, publication of a newsletter
in Gujarati and visits of the women from the manbers' households to the
deiry plant, Fourthly, for strengthening the manéganent at the village
cooperative society?s lavel, it alsc organises a secretary-training
programme, Inservice training to the secretaries cof the village
cooperatives was provided in various fields, e.g. artificial
insemination, animal first-aid ete,

3. The efficiency of the programmes sponsored by the Dairy has been
proved by their growing popularity. It was mainly due to the success
achieved by the Dairy in its extension programme that the Government of
India has agreed to permit the Dairy to take the organisatlonal
responsibility for intensive cattle devalopmen'b programme in one of- the
blocks selected for this programme,

Costs and Benefits of Extension Programme ¢

35, The participants while generally agreeing with the superiority
of the woperative organisation for organising extension services also
felt that some records must be maintained to analyse the costs and
benefits of these services, Even an extension "p‘rogramme nust be
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financially viablej of course it would take a longer time, by its very
nature, to prove its viability, Various ways of effecting economy were
underlined, for instance, use of milk transport vans, on their onward
journey from the union to societies when they are empty, for sending
the supplies, messages and, personncl for running various extension
programmes, Similarly, by giving elementary but sound training to the
village level secretaries and providing them some allowances for extra
work rather than employing full-time personnel, the cost of disseminating
new ideas or attending to the s mple needs of the growers or producers,
can be considerably kept down. Similarly, a proper division of _
responsibilities between the village societies and their Federation, can
ensure smooth running of the programme without compromising with its
technical standards, ”
Priorities in Extension Work:

36, The need for an incentive bonus for the efficient milk
producers Qas- recdgnised. It is sometimes maintained that in newly

developed milk schéne areas, members should be given loans which would
enable thean to acquire buffaloes or cows of good breed, However, the
experience in this reSpect in several instences, is not very happy.
Many a time the cooperatives lose their members or their money or both
Besides the number of cattle in many milk-shed areas is mot much o’f a
problem, nor are their potentialities by all means exhausted,

37. Another interecsting point raised was in connection with the
priority among the extension programmes for the dairy industry. In the
specific context of dairying it wms suggested by a few participants
that in view of the palpably sm2ll yields of the average I.ndijanl cattle
and buffaloes, it would be better to introduce an altogether new énd
' more responsive animal instead of concentrating on the present stock of
animels and making marginal improvements, The other vi ew-point was that
the introduction of a new specie may prove quite risky due to the
problems of acclamatization, It was also felt that the scope of
improvement even in the present breeds is quite large, This has ‘been
~ proved by the difference in the average yleld and the yield of the prlze
ammals of the Ssame breed,



38, The need for a selective approach to the extension programme
sponsored by cooperatives, keeping in view their financial and technical
resources on the one hand and the objectives they have to fulfil on the
other, was emphasized, A detailed planning in this respect will yield
much better results,

VI, FINANGI 4L PLANNING °

9. The Seminar had the benefit of a general introduction to the
nature and components of a financial plan, as well as two detailed
accounts of the agencies and procedures for financial assistance to the
cooperative processing plants in India and in Japan,

Components of Mnancial Plan :

40, It is necessary for any organisation to prepare firm estimates
of its financial needs, both long-term as well as short-term, It will
facilitate the task of preparing the financial plan of the organisation
if the preparations of these estimates is preceded by feasibility
studies, studies of the raw material supplies, phasing of production and,
estimates of sales income, The organisation has to plan for several
expenses, starting with the promotional expenses and including expenses
required for employment of persomnel, developmental expenditures required
for provision of infra-structure facilities and raising agricul tural
productivity, expenses required for acquiring physical facilities, plus
the recurring expenses required for conducting the operations of the
factory, The extent of commitments of processing units on these scores
will depend to a large extent on the role which the government or other
public agencies play in providing several iteams of infra~structure and
extension services, Therefore, the financial planner has to take full
account of the State policy and its actual implementation to the extent
it concerns the processing organisation, Similarly, taxation liabilities
can influence financial planning in a significant way, Also, the strength
and the willingness of the cooperative credit structure to assist

9. Following background papers of the Seminar refer to this aspect @
(1) Outline on Financial Planning - By J M, Rana, (2) A Note on
Financial Planning - with referance to a fruit processing plant -
By K, Tokuyasu, .



3

processing plants are also relevant factors.

41, Financial commitments are of fixed character and of recurring
or variable type. The lending policy in respect of these two types of
finances differs in diffefent countries as well as among different ‘
loaning institutions, Financial commitments envisaged at the plan Stage
should take due note of these differences,

Source of Finance

42, As far as the sources of finance are concerned, there is a
general agreement that to.the extent the members‘ own savings can be
mobilised, it would be desirable to depend on them, At the same time it
should be recognised that the capital needed for a modern plant is so
large that contribution of peasant-members with low incomes specially
in the developing countries will not be sufficient, And to that extent
the dependence on external sources is inescapable, This situation was
illustrated by the developments in cooperative sugar processing in
India. The members * contribution accounted only for 16-1/2 per cent of
the total capital employed at the time of organising the plantj even
for this amount recourse was taken, in several instances, to the
medium~term loans from cooperative lending agencies, Another 16 per
cent came from the State Government on a matching basis in the form of
share capital., The remainder had to be procured as long-term loan from
the Industrial Finance Gorporation (I.F,C.), However, many cooperative
processing factories were able to make their commitments light in the
initial phases by arranging for deferred payment for the machineries
they bought and later on by evolving a prudent financial policy which
enabled them to have a sizeable amount of reserve fund for finanecing
further extension, Here also the sympathetic role which the State can
play, e.g. in providing generous development rebates and also concessions
in the income-tax, will considerably help the uhits concerned.

43, The provision of finance is only one part of the story, the
other part is the repayment, Like financial planning, the repayment
schedule should also be worked out in detail as a part of the
Feasibility Survey so that the burden of interest is progressively
diminished, '



Financial Arramzemenﬁs in India

Lhe An intricate net work of institutions has been developed
to provide long-term capital for establishing cooperative sugar
factories., In order to achieve dispersal of risks, a part of the
share capital is provided by the State Government, out of 1oans made
available by the National Cooperative DGVelopment Corporation,

45. The Industrial Finance Corporation loans are guaranteed by
the Central and State Governments together, The medium-term loans
provided by the Reserve Bank of India for financing the farmers to
enable them to purchase share capital in cooperatives is also guaranteed
by the government, |

46, A view was expressed that because of the extensive
responsibility of the Industrial Finance Corporation which has to cater
1o the long-term financial needs of private as well as cooperative
industries, it may be desirable to have a separate financial
institution for providing long-temm credit solecly to the ooope.ra‘bive'
processing plant. This suggestion did not find general favour as some
of the participants pointed out the difficulties in organising such
institutions and the likely duplication of effort and resources,

L7. It was emphasized that though a preponderant share of 16ng
term of finance comes from various state agencies or from state
sponsored agencies, it would not be desirable to change this pattern
and to rely exclusivaely on one agency because the present system
distributed risks and uncertainties over a lérge nunber of agencies and
alsc made thelr involvement and participation in the progreés of
cooperative processing industries possible, ' |

48, A cooperative processing plant like a sugar factory also
requires sizeable working capital., For this also in India, the State
and the District Coopcrative Banks and the State Bank of India provide
loans, ‘

Financial Arrangements in Japan:

49, In Japan, there are two institutions for financing cooperative
processing plants. The igriculturel, Forestry, and Fishery Finance
Corporation («FFFC) normally grants government funds for large-scale
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processing plants, These funds represent no no more than 30 per cent of
the total loans given for the esta‘blishment of cooperative processing
plants in the country, Nearly 70 per cent of the loans came from the
Central Cooperative Bank for Agricui'bure and Forestry’s _(CCB) ,
Agricultural Modernisation Fund. Norinally, the smaller processing units
benefit more from CCB Fund, This fund is made up from. the deposits from
cooperatives and their mambership. In this case the only external
essistance in providing finance for the establishment of cooperative
processing plant is the subsidy on the interest rate which the
govermment provides, The ready 'availability of such finance within the
movement has resulted in flexibility in terms of lending and a quick
processing of loan applicationé . It was mentioned in this connection
that in India, for processing unit, it takes nearly 1-1/2 years to clear
the loan applications at various levelsj the time taken in Japan for
Similar purposes is not more than six months, _

50, The capital accumulation within the movement seams 'to have been
facilitated due to the ability of the COB to pay more attractive rate of
interest on the deposits, even compared to the commercial banks.
Increased productivity of agriculturevand the availability of off-fam
income to farmers from their employment in industrisl plants have also
helped in capital formation by the menbers,

Scope for Self Rellance- |

51. While emphasizing the nced for external finaneial assistance,
the Seminar also discussed the scope for secif-reliance by the cooperative
movement in financing processing activities, It can be readily
appreciated that in the absence of Government’s finaneial support,
cooperatives in developing countries will face an uphill task. Some
suggestions made to solve this problem are outlined below, Cooperatives
‘may not embark on the processing field to start with, but may .
concentrate on mai'keting activities, and only after building up adequate
capital resources théy may plan inveStment in processing. In some
countries other cooperative credit bahks,iprovide elther a direct source
of finance or indirectly assist the processing units by standing as

sureties for the loans, dnother alternative for small cooperative
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societles, which are not able to raisc required capital for processing
plant singly, is to set up a joint enterprise through collective effort,
- Similar collaboration may be forged between producers” cooperatives and
consumers * cooperatives « Lastly, the method of joint stock company, in
which, cooperatives are partners with the private cepital, may also be
tried, in countries where cooperative legislation permits such a
development, However, in all such césas the cooperative should have a
majority of the sharesy it should also insist that basiec temets of

' cooperation are not  compromised or elsc the very raison detre of the

cooperative organisation will be defeated,
10

VI, THE MARKETING ORGANISATION AND SOME 4SPECTS OF PRICE POLICY

52, The Seminar discussed the marketing orgaﬁiéation of the
processing cooperatives in Japan with reference to frult processing
activities, :

The Nature of Marketj

53. 4s in the cose of several other processed food products, the
demand for processed fruits is also highly income -~ elastic. Therefore,
in countries with rising incomes, these commodities face an expanding
. market, Apart from the domestic market, forelign outlets also are quite
Important for some of the commodities, The marketing organisation has
to be so planned that it meets the requirements of the domestic as well
as foreign markets, In the case of exports, in many countries, government
intervention is rather comprehensive and sorﬁe sort of quota system
operates, In the case of domestic markets, generally speaking, there is

a greater freedom to operate, .

10 Following Background papers of the Seminar refers to this aspects:
(1) The Sale Organisation of Processed Fruits Produced "in Cooperative
Fruits Processing Plants in Japan - By T, Tokuyasu., &lso refer to
following case studies submitted by the Indian Institute of Management,
Almedabad: (1) Kaira District Milk Producers” Union Ltd, (2) Baroda
District Cooperative Milk Producers’ Union Ltd. |
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Marketing Arrangements in Japan

54 . The actual marketing arrangements differ in different
situations, In Japan,.three types of plants operate in the cooperative
sectory the plants owned by agricultural producers’ cooperative societies;
the plants owned by a group of farmers operating as a company andj the
plant owned by a joint stock company in which cooperative and-private
enterprises collaborate, The last type is a distinctive feature of the
cooperative processing movement in Japan,

55, 48 was mentioned earlier the collaboration between cooperatives
and private enterpriscs is not primarily due to the lack of capital with
cooperatives, because cooperatives can get adequate finance from AFFC
and GCB, The reasons for the growth of these institutions as given by
the Japanese expert were: firstly, the private morketing organiéations
are well entrenched in the marketing channels and, therefore,
cooperatives have also to utilise the same channels, This is facilitated
by the formation of joint stock companies, Scecondly, the technology
available to the cooperatives is inferior compared to the technology
adopﬁed by some of thé private companies which have their own research
facilities and which have obtained patents for their products, Thirdly,
under the existing law 2 cooperative organisation has to purchase at
least 80 per cent of its raw materials from its producer-members, 4s
the area of operation of cooperatives is limited, one village-one
‘society being the rule, cooperative processing plants soon reach the
1inmit of expansion, Since cooperatives own more than 50 per cent of the
shares they can nominaté a majority of the directors on the boards of
these joint stock companies and, therefore, can .ensure that the policy
of the company is not adverse to the interests of the members of the
cooperatives, at the same time, since therc is no limit to the payment
of dividends for joint stock companies, privatc companies can be
attracted_to jdin hands with the cooperatives if the prospects for
" particular commoditlies are good enough,

56, There are various arrangements td,reach goods processed by a
'prbcessing plant to the final customer, Usually, there are sub-contract

arrangenents between the manufacﬁurers and wholesalers or
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sub-wholesalers, The trading company and the wholesalers adopt two ways
to procure finished goods which they sell under their own brand labels,
The first method is to provide processing units with the financial
assistance to purchase raw maﬁerials and the sccond is to arrange

- sub-contract production with the processing units., ,

57. Whatever might be the arrangement for sub-contracts, the
processing cooperatives have to pay-sufficient attention to finalise
methods for receiving orders, delivery of goods, and collection of bills
so that the production process goes on uninterrupted,

Recent Devel opments

58, Two recent developments in some :.of the countries of this
region, particularly Japan, are worth noting, The first is the entry of
‘some of the foreign packers, especially from U,S.d., into-the marketing
channel, The second is the growth of super-markets and their entry into
- the processing and manufacturing activities, The cooperatives in other
-countries of the region will also have to prepare themselves for these
eventualities and to so adapt their marketing practices that they are not
adversely affected by these new organisations, ‘

59. The bargaining position of the processing cooperatives will
strengthen if a closer link is forged between the cooperative marketing
-societies representing producers  interests, the consumers® eooperative
societlies and the processing cooperatives, It is also being incréasingly
realised that cooperatives need to evolve uniform standards for their
' goods and market them under one label,

Price Policy

60, In determining the price of agricultufal processed goods, the
cost of raw material is of oVerwhelming importanbe. Therefore, one of the
methods by which the price of the processed goods of a cooperative plant
can be made competitive, as was mentioned earlier, is to minimise the
cost of production of raw‘materials by introduction of improved methods
of production and subsidising the improvéd and moreé productive inputs.

It needs to be further amphasized that a discriminatory price policy in
the purchase of raw materials, is always desirable compared to a hlanket
price. Such poliéy should favour the good quality producers and penalise
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those with poorer quality, Another rcason of adopting diseriminatory
price policy is for evening out the flow of s,upélies. For instance, if
the availability of milk in summer is less due to natural factors, a
higher price might be offered to induce the supplies to release larger
marketable surplus, ’ '
v 61, Apart from seasonal fluctuation, the nature of demand for
agricultural raw materials as well as the processed goods is such that
there are bound to be large fluctuations in their prices, Such
fluctuations are.sharper still in the case of export-oriented produces,
For providing adequate cushions against violent swings in such products,
the action at the national and international level has to be taken, But
for minor fluctuations cooperative societies or their federal organisa-
tions should be prepared for, For instance, in India, Agricultural
Price Stabilization Fund is constituted within the cooperative movement
for this purpose. At the society’s level also, the policy of
distributing profits should be so devised as to build adequate reserves
for rainy days. |

62, ."In this context the normal behaviour of prices to fluctuate
should be distinguished from violent price shifts, Undue fluctuations
in raw material price or prices of finished products can be minimised
by the government by fixing the minimum and the maxi.mum'price of a
particular commodity. One of the reasons for the success of cooperative
sugar industry in India is the minimum cane price fixed by the government
and the price control obtaining for sale of sugar. While such assistance
is cf importance, especially in the beginning phase, the ultimate aim of
the cooperative processing plants should be to acquire such efficiency
as would enable them to compete on their own terms in the open market,
VIIT, PERSONNEL PoLIcy 11

63, Ordinarlly the personnel policy of cooperative organisations
should be based on the same prineciples followed by progressive

'orga'nisa.tions' in the private and public secters in their personnel

11 Following Background paper of the Seminar refers to this aspect :
Plan of Personnel Recruitment and Training — By P.R. Baichwal,
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.policies. -However, there are certain probl'ahs which are distinet to the

cooperative sector or at least the emphasis differ,

Manpower Planning

64, The eoeperative processi;ng plant will have to work out a
tentative estimate of personnel requirements basedw,on_the work plan as
a part of the preliminary preparations, This plan will be more exact to
" the extent that the Job descriptions are detailed and Seasonal variations
in proce331ng activities are taken into account. for estlmatlng personnel
requlrements in various seasons, The broad plans have to be approved
by the board of directoro. However, the execution of the policy has to
be the respohs:.bility of the Gener'ﬂ Manager. For proper liason between
the General Manager and the general body of the members a. standlng
personnel sub-commlttee may be o*» some help. The greatest possible care
should be exercised in recrultlng the key personnel‘ standards of .
objectivity have to be'malntalned and quallf‘;catlons of the persons to
be recruited hav‘e.'to- be given a primary importance, At the same time
since a cooperatlve is not Just another business en'berpm.se, faith of
the key personnel in the ideas of cooperatlen has also to be given due
weight, o

Recruitment and Promotlon

65, It is belng 1ncrea81np'ly reallsed among progressive oooperatives
a1l over the region that in the long run it is more cconomic to give
sufflcnent remuneration to the personnel Alongwith the monetary rewards,
" the general enployment conditions and also the prestige which the
"COOpera'blveS oor\rlces en;]oy will enable the unit to attract persons of

~ high calibre,

' 66. The problems of recrultlng manageridl and supemsory staff
faced by new processing unlto will be easier to resolve if already
sstablished cooperative plantq create ‘a pool from th.ch new units may
draw the key personnel at least for a temporary perlod S:Lmllarly, such
established units can afford to sponsor an apprentlceshlp tralning

programme for the recrults of new ‘plants, ;

.67, The :meortan‘b related problan ds tbat of promotlon and progress

of the employees. Since most of the units will be medium~-sizeed scope for



the promotion within the unit will be limited. In this connection it was
suggested that some arrangement should be made whereby the promotion of
employees within the cooperative scctor is facilitated i.e..a manager of
a small society may be preferred for promotion in bigger unit and so on,
This arrangement is working successfully in Several developed countries,

Employer - Employee Relationship

68, Cooperative units have also to set a high standard of employment
- in payment of wages, perquisites and what is more important in the working
for unskilledl and semi-skilled workers. A moot problem in this connection
is the empleyer - employee relationship in producers’ cooperative
societies, In this connection, the question whether employees should be
enrolled as members in processing cooperatives was discussed, It was felt
that as long as there.was no complete identity of interest between the
producer members and employees of a processing plant, it would serve no
useful purpose to make the employees manbers of the unit.

Wage Policy _

) %. The wage policy of a cooperative processing unit will have to be
determined to a great extent By the financ al resources of the unit on
one hand and the wage rates offered by the competiting units on the other,
However, cooperatives will have to take initiative in prov1d1r_1g
needbased minimun wages as soon as they arc in a position to afford

- than, The payment can be made systcmatic to a great extent if the
cooperatives initiate the work-studies and analyse the work loads
properly, '

Role of Manager

70. The key role of manager ought o be emphasized, Utmost care may
be taken in Selecting a manager but once he is sclected he should be
treated as the leader of the team, In ceturn the manager will have to
prove himself capable of delégating the powers and responsibilities to
his subordinates and at the same time coordinate the werk in such a
manner that the unit functions according wc the pre-determined plan,

Training Programme

' 71 It was recognised by the Seminar that the qualities of managament
are not 1nS'b1nct1Ve and that training and orientation help the people with

bagsic capacities to achieve these capabilities, For This reason it was
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aﬁphasized that the cooperative organisations should train their
personnel in modern methods of management, The training can be inservice
training whereby the senior persomnel train the new recruits within their
own plant or in other established plants, There is also a need for
periodical refresher courses for the existing staff.

72, The Seminar felt that in implementing a successful training
programme, Secondary organisations can be of great assistance., There is
also a nzed for professional organisation of cooperative personnel
like Plant Managers, Accountants ctc. to instil in them the pride of
profession and to enable them to benefit from mutual Support and help.

IX., MODERN TECHNIQUES OF MANAGAMENT 12

73, Through out this Seminar the emphasis was laid on acquainting
the participants with the modefn management techniques and impressing
on them that most of the modern tools can be of use even in management of
small or medium sized cooperative processing units, With this end in
- view, most of the topices were discussed with the help of concrete cases,

Case Studies

7. As a further aid to this programme the resource persons- from
the Indian Institute of Management presented five cases which were
discussel by the participants in the grotps. The cases were built around
the problem‘of assessing the break-even point, selection of alternative
plants and machinery, alternative decisions regarding procurement
policies and sales organisation and training in relation to the Dairy
plant, These sessions helped the participants to identify the problems
in the respective case situations, to analyse these 'probiénié 1n a
scientific way, to use modern tools of mancgement in resolving these
prohlems and to arrive at conclusions which might guide actions and

policies,

12 Following background papers of the Seminar refer to this aspect ¢
(1) Budgeting a Cooparative Processing Plant - by Robert Staermose,
(2) Followup and Types of Reporting - by Robert Staermose, Also refer
to case studies sutmitted by the Indian Institute of Management,
Almedabad, cited earlier,
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Budgefing and Managerial Controls :

75. Besides, these cases study sessions, the partiecipants were
acquainted with the concepts of management accountancy, standard costing
and control by the I L, 0, Regional Adviser on Cooperation, Based on a
case study in Singapore, forms were tabled for the contructibn of a
factory budget, explaining how data for the establislment of labour and
material standards were collected and processed, The system of keys and
factors was demonstrated. It was shown how budgetary ocontrol could be
worked on the basis of a budget for a manufacturing unit in which
standard costing is used and where the purpose of accounting procedure
is to show the contribution - the profit pickup - towards coverage of
capital costs. The daily controls charts ‘and month-to-date reports, as
examples of variance accounting, were demonstrated,

Training of the Cooperative Officials :

76. 1t was emphasized that not only the policy makers and managerial
personnel in the cooperative movement should be acquainted with the
modern methods of management buv the key personnel in the cooperative
department of the various governments should also have a training in
thes_e subjects. This is because the cooperative departments in the
countries of the region play a very important role in the formulation
and execution of the policies in the cooperative sector,

X. INTERNATIONAL ASSISTNCE 13
77. The Seminar had the benefit of a panel discussion on

International Technical assistance in Setting uc Cooperative Processing

Plant, Participents and resource personnel from developed and developing
countries. a8 well as persons working with the international organisations

constituted the panel,

13 Following background paper of the Seminar refers to this aspect:
International Technical Assistance in Setting Up Cooperative Plants
by Branko Zlataric.
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The Need for Information
78. It was suggested that the main difficulty from the point of

view of developed countries was the lack of sufficiently detailed reports

on economically feasitle processing projects in the oooperatiVe sector
Sponsored by the government or the cocperatlve movement in a developing
oou.ntry. Another fact to be noted in this eontext is that the number of
ald—givz.n_g agencies, official and non-official, has become so0 large, the
projects. in which they are interested andAthe procedures they adopt are
so varied that full information needs to be obtained ‘oy a country
desirous to receive aid before it formulates its pmposels. The projects
foi' which aid is sought need not only be for establishing new processing
plants but may also ask for assi stance for a trainigp programme. A
programme to strengthen the existing proj ec‘tb can, &ld ghould, receive
high priority.

Nature of 4id

79. A view was expressed that instend of giving aid in the form of
gift it should be in the form of a 10ng‘—-tem.1‘oaﬁ with easjr' terms of
repayments, &nother way of assistance as far the agriculturalvprocwsing
is concerned is to help obtain a market in developed countries for products
of the cooperativve processing plants of developing countries,
Possibilities of tying upr project loaas with the deli*fei'y of finished
products for a few years might ba considered. This would assist the
developing countries to take vp processing of these products in the
cooperative sector for which there nay not. be-an immediate demand, but
for which a potential marke'b can be developed, "

80, Caution was sounded with regard to assistance in terms of skilled
persons, Firstly, there is a shortage of skilled personnel even in
developed countriesj Secondly, utilising the skill acduired in a developed
ooun"bry in a different setting is a difficult task. Thirdly, on the
jobs which need constant dealing with the people there is no substitute
for the development of native talent ‘who would adJ ust with the given
soclo-economic environment
Role of the ICA

81, Several suggesticns were offered for strengthening the role of

the International Cooperative Alliance (ICA) in encouragiang cooperative
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processing movement in this region, Some of these suggestions are, it is
understood, already being implemented, (1) The ICA may act as spokesman
of the cooperative movement vizeo-viz aid-giving countries and
organisations, (2) It may prepare a full and comprehensive list of all
the aid giving agencies, the procedures which they follow and, the type
of projects in which they are interested, (3) It may undertake certain
comprehensive case studies of the cooperative processing plants which
received external aid in this region during, say, last ten years and the
results they have obtained, (4) The ICA may give particular emphasis

on developing skills in the cooperative movement, The programmes should
be so arranged that the people from devdloped and developing countries
may have opportunity to use the same forum and to appreciate each others?

point of view,
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., PROGRAMME

Note# 3 1. The scope of the Seminar will be limited to Producers’ Cooperatives
for processing of agricultural commodities, The prinecipal o
commodities in the context of which Seminar discussions will be
carried out will include rice, sugarcane, fruits and dairying.

2. The mein areas that may be covered under the various subjects
1listed in .the Saninar Programme are outlined in the Adnnexure III
MhAnnotated Agendal,

: Session
Decenber 4§ Monday Yo

1000 a.m, 1 Inaunguration
' Introduction to IC.L Activities
Introduction to NGUI dctivities
Working Methods of the Seminar

0200 - 050 p.m 2 Presentation of Background Papers by
participants

Discussion

Degember 6 Tuesday

0930 - 1030 a,.m, 3.1 Ageney for Prospecting and Planning Development
: . of Coop Processing (with reference to a
developed country

Introduced by : Dr Helge”Kristersson

S, Stockholm -
Sweden,

1030 - 1100 a.m, Tea

1100 - 1200 noon 3.2 Agency for Prospecting and Planning

Development of Coop Processing (with
reference to a developing country)

Introduced by ¢ Mr, S.3, Puri
Secretary, National Cooperative
Development Gorporatiom,
New Delhi,

1200 - 0100 p.m, ' Discussion



Decenber 6 (contd)

0300 -~ 0400 p,m,

0400 - 04.3) pomn
0430 - 0500 p.m,

Docanber 7 Wednesday

0930 = 1030 a.m,

1030 -~ 1100 a.m,
1130 - 1230 pum

1230 - 0100 p.m,
0300 = 0500 pm.

December 8 Thursday

0930 = 1020 a,m,:

100 - 1100 a.m,’
1100 -« 1200 noon

Sgession

4,_

8.1

8,2

45

‘How.to Conduct a Fessibility Study for -

Establishing a Gooverative Processing Plant

Introduced by s Mr, Branko Zlataric
Agricultural Secretary
International Cooperative
Alliance, London,

Tea

Discussion

How the Sangli Gooperative Sugar Factory

was Established?

Introduced by : Mr, 4,R, Upadhyay
Managing Director
Coop Sugar Factory, Sangli,
Maharashtra - India,

Discussion _
Determining Location of the Plant and
Optimum Size of Operations

Introduced by ¢ Mr, Flemming Fisher
Adviser, Marketing
Coop Institute of
Management, Lahore,
West Pakistan

Discussion D e
Group Work Casé on a Feabibility Study
Case Presented by ¢ Mr, Branko Zlataric

Planning of Raw Materials Supply {with
reference to a Cooperative Sugar Factory)

Introduced by @ Mr. V.G, Puranik
Director, Precessing
National Cooperative
Development Corporation
New Delhi,

. Tea

Planning of Milk Supply for a Dairy Gooperative

Introduced by ¢ Dr, M,K, Shah, Manager,

Dairy Husbandry -
Kaira District Coop Milk
Producers Union, Anand,
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December 8 (contd) Ses;“’“
_—i¥0,
1200 -0100 p.m, Discussion
Afternoon Study Visits to Kissan Products Limited
Bangalore,

Degember 9 Friday

0900 - 1000 a.m, 9 Production Enhancement and Cooperative
‘ Extension Activities by a Dairy Cooperative

. Introduced by ¢ Dr, M X, Shah
1000 - 1030 am, Discussion

1030 - 1100 a,m, Tea
1100 - 1200 noon 10 Financial Planning
Introduced by : Mr. J M, Rana
Co~Director
ICA Education Centre, New Delbi,
1200 - 1230 p.m, Discussion
0230 -~ 0500 p,.m, 1 Plenary on Group .Work on Session No, 7
Decanber 10 Saturday
0930 - 1230 p.m, i2 Group Discussions on Sessions 6,8& 9
0230 - 0500 p.m. 13 Group Work : Case on Financial Plahning
| Case presented by ¢ Dr., K, Tokuyasu
December 11 Syndavy _ - Sight Seeing at Mysore
December 12 Monday Study Visits
Degember 13, Tuesday
0900 -~ 1200 noon 14 Plenary on Group Work ~ Session No,12 & 13
0200 - 0300 p.m 15 Organisation of Sales -
Introduced by ¢ Dr, T, Tokuyasu
: Director

Japan Beet. Sugar Promotion
Association, Tokyo. Japan,

0300 ~ 0330 p.m, ‘ ~ Discussion
0330 - 0400 p,m, Tea
0400 - 0500 p.m. 16 Cost Structure of a Processing Plant and

Fixation of Prices for ProceSSed Commodities
(Rice Milling Plant)

Introduced bys Mr, Ejvind Sondergaard
Danish Project Director
Cooperative Institute of
Management, Lahore, W.Pakistan,
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December 1.3 (eontd)

0500 - 0530 p.m. ~ Discussion

ngb_L.JAM

17 Presentation of Cases on an already
Established Cooperative Da:Lry Plant

Resource Persons from ) Prof. VX, Gupta
the Indian Institute ) Prof, Michael Halse

of Management, ) Prof, SM, Patel
4bmedabad, India ) Prof, Meenakshi Malysn
' Prof, K,B, Kothari
0930 - 1130 a.m, 17.1 Group Discussions ¢ Jase on Procurement
1130 - 1230 p,m. " Plenary on the Case
0230 - 0430 peme . . 17,2 Group discussions : Case on Folicy and
Processing
0430 ~ 0530 pem, Plenary orn the Case
December 15 Thursday ' .,
0930 = 1130 a,.m, 17.3 Growy Discussions t Case on Marketing
1130 - 1230 p,m, Plenary on the Case . ’
0230 - 0430 p,m, 17 Group Discussions ¢t Case on Personnel Training
0430 - 0530 pyu. ' Plenary on the Case
Decamber 16 Friday : ‘ IR
0900 - 1100 a,m, 17.5 Group Discussions : An Integrated Case oh a
Particular Dairy Unl‘o
1100 -~ 1200 noon Plenary on the Case
Afternoon : ’ Free
December 17 Saturday Study Visits
Decamber 18, Sunday L B
0900 -~ 1000 a.m, _ 18 Budgeting (with refcrence to a specific
example)
Introduced by ¢ Mr, Robert Staermose
ILO Adviser on.Coeop Managemen‘b,
International Labour Organisg-:
‘ ; tion, Bangkok, Thailand,
1000 - 1030 am. .  Discussion
1030 - 1100 a.m, . Tee
1100 = 1200 noon ©19° ' Pollow-w Controls and Types of Reporting

by the General Manager to the Board
o , Introduced by ¢ Mr. Robert Stacmose
1200 - 1230 p,n, Discussion



Degember 18 (contd)
0230 - 0330 p.m,

0330 - 04-00 P-m.
0400 ~ 0430 p.m,

Degember 19 Monday
0900 bad 1100 aomn

1100 - 1130 a,m,

0230 - 0530 pem,
Degember 20 Tuesday
0930 - 1100 a.m,
1100 - 1130 a.m,
1130 - 0130 p,m.,

0

22

23

25

48

Session No,

Plan of Personnel Recruitment and Training

Introduced by s Dr P,R, Baichwal
Specialist in Agrl Cooperation
ICA Education Centre
New Delhi

Tea

Discussion

Presentation of Model Forms for Management
Controls

Presented by ¢ Mr, Robert Staermose
Tea

International Technical Assistance in Setting
up Cooperative Processing Plants - Panel
Discussion

Group Discussions on Sessions No,18 and 19,

flenary on Group Discussion - Session No,23
Tea

Final Plenary

Evaluation

Close of the Seminar



49 Annexure II

REGIONAL SEMINAR ON FOW TO ESTARLISH A (DOPERATIVE PROCESSING
PLANT, BANGALORE, December 5 - 20, 1966

LIST OF PARTICIPANTS

CELON 1, ¥r. G.E, de Z, Sriwardsna
: Divulapitiyae
Leylon,

2, Mr, LMV, de 3ilva
169 High Level Hoed
Nugegoda. Ceylon.

3, Mr. K,4, 4Lbeysena
Department of Cooperative Development
41/3, 2nd Cansl Road
Dehiwala, Ceylon,

be Mr, P,B, Palipana
Department of Cooperative Development
100, Rambarakale
Nuwara Eliya, Ceylon,

INDILA 5. Mr, Ram Rattan Guptae :
Delhl State Cooperative Bank Ltd
31 Nets]i Subash Road
Delhi-6 -

6. Mr, V,R, Barzukar
Secretary '
Malegaon Sakhar Karkhana Ltd
Shivnagar, Tol Baramati
Poonn Dt Maharashtra

T. Yr, B,C, Bhargava
Processing Adviser
Governmment of Uttar Pradesh

“Lucknow, Ustar Pradesh.

8, Mr. M,¥, Naghnooz
President
Mysore State Federation of Consumers*
Cooperative Wholesale Stores Ltd,
147, Infantry Road
‘Bangalore 1

9. Mr, V.G, Puranik
Director (Prccsssing)
National Cooperative Development. Corporation
C 56, NDSC fPart II)
New Delhi-16.



INDIA

JAPAN

rHILIPPINES

10.

11,

12,

13,

14.

15,

16,

50

Mr, i.G, Anegundi
Cooperative Training Centre
Sri Ram Krupa, Block No, 1
100 Feet Road, Jayanagar,
Bangalore-l

Mr, B,X, 3aha

Cooperative Officer

Office of the Registrar of Coop Societies
Lgartala, Tripura,

Mr., U.4, Bhaskaran

Secretary

Kerala State Cooperative Marketing Federation
P,0. Box 80

Calicut-1

Mr, V,N, Ojha

Joint Registrar, Processing,

Office of the Registrar of Coop Societies
Patna, Bihar

Mr, S.K, Sinha

Technieal Adviser

Office of the Registrar of Coop Socleties
ratna. Bihar

Miss G,V, Kamala

Researsh Officer

Department of Industrial Management
Indian Institute of Science

~ Bangalore-12

j
‘Mr, Harundo Idei

/ Managing Director

17.

i3,

Soita Prefectural Economie Federation

of Agricultural Cooperatives, 556, Shimohanyu
Hanyu shi

Saitama ken., Japan,

Mr. Yoshitada Nakaoka

Central Union of digricultural Cooperatives
5~1 chome, Ohtemachl, Chiyoda=ku

Tokyo, Japan

Mr, Felipe S, Mabanag

Plant Manager

Central Cooperative Exchange Inc,

4th Floor, Feati Bank & Trust Co, Building
Bpifanio de los Santos avenue
Mandaluyong. Rizal

Philippines,



SINGAPORE 19. Mr, ¥,G, Raju
Block G, 11-k, Everton Park

Singapore-2

0. Mr, Péter'JOSeph Al fred
67 1, Commonweslth Drive
Singapore=3 :

UN ECAFE 71, Mr, M, Hayath '
Power & Industry Development Adviser
UN ECAFE, Sala Santitham
Bangkok, Thailand.

ILO 22, Mr, L,E, Pickett
ILO Advisar to the Government of Ceylon
P, 0, Box 1505
Colombo, Ceylon

AARRD 23. Mr, M,R, Kaushal

Executive Secretary

afro-Asian Rural Reeonstruction Organisation
C 118, Defence Colony

New Delhi~3, India

CIM 2. Mr, Ejvind Sondergaard
Danish Projec% Director
Cooperative Institute of Management
13-1/, Gulberg
Lakore, West Pakistan,

25. Mr, Fleming Fisher
- Adviser, Marketing
Cooperative Institute of Management
Lahore, West Pakistan.

COOPERATIVE LEAGUE 26, Mr, Herald Rissler

OF USA Adviser, Gooperative Leaguec of USA
¢/o National Cooperative Development Corporation
C-56 NDSG (Part II), New Delhi-16.

RESOURCE FERONS 27. Dr., Helge Kristezrsson
Sveriges Lantbruksforbund
Klara Ostra Kyrkogata 12
Fagk, Stockholm-l, Sweden

2. Mr, Branko Zlataric
Agricultural Secretary
International Cooperative Alliance
11, Upper Grosvenor Street, London W.l

RAPPORTEUR 29, Dr, V.S, Vyas
' Agro-Economic Research Centre
Vallabh Vidyanagar
Kaira District, Gujarat.



ICA NEW DELHI

0.

32.

52

Mr ALf Carlsson
Director

ICi Education Centre
Post Box Number 635
New Delhi-l4 -

Mr, I M, Rana
Co~Director

ICA Education Centre
Post Box Number 639
New Delhi-14

Dr, P,R, Baichwal

Specialist in Agricultural Cooperation
ICL Edueation Centre

Post 2ox Number 639

New Delhi-l4

Mr., 4,H, Ganesan
Secrctary

ICA Education Centre
Post Pox Number 639
New Delhi-ll,



t

53
dnnexure 111

ANNOTATED AGENDA

The main areas that may be covered under the different subjects are given
belowy they are broadly indicative of the scope of the various subjects.

Segsion No, 3

Session No, 4

Session No, 5

Session No, 6

Agency for Prospecting and Planning Development of
Cooperative Processing

Role and tasks of the agency; Survey of the potentialities

of processing of agricultural commoditiesj situations in
which cooperative factories could be establishedy planning

 of priorities for future developmentj area planning and

planning of individual plants; provisionlof centralised
services such as preparation of model blue printsj purchase
of equipment and machinery and utilisation of by-products,

Various agencies at different levels in the Movementy
external technical bodies and coordination,

Ho o Feasibili U or Es
Processing Plant

Techniques of Conducting Feasibility Studiesi Major
aspects to be covered in Feasibility studies such as
economic, technological and business management questions,

Agencies avallable for the purpose — internal to the
movement and external,

How 2 Cooperative Sugar Factory was Established?

The Manager of the Factory will indicate the main aspects
taken into consideration while establishing a plant -

the manner in which profitability of the concern, location
of the plant, size of the operations, financial requirements
and bencfit to the members were assessed - bottlenecks
experienced in settinz up the plant and the changes in the
original plan that were required in implementing the
project will be outlined,

The speaker may indicate whether the expectations projected
at the time of planning have been fulfilled in actual
operations of the sugar factory over the years,

Determining Location of the Plant and Optimum Size of
pepation

Factors relevant in determining the breakeven point and the
optimum sizej initial heavy investments or possibility of
growth by stagesy size of the plant and competing units;

Important factors for the purpose of deciding upon location
of the plant, availability cf power and other overhead
facilities transport costs, etc.
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Segsion No, 8 ing o Materials S

" Ensuring adequacy and stability in raw materials supplles
thus avoiding shortages as well as too much supplless
Techniques of ensuring above: price incentives, contracts ete,
- Collaboration with member cultivators for planning acreage
sown qualities, and harvestingj transport arrangements;
payments systems for members” supplies.

Sesgion No, 9  Agricultural and Cooperative Extension dctivity by a Coob

Processing Soclety

Meanber Palations will be discussed in this session with
special reference to members® obligations to the society and
education for the purpose, education in cooperative matters;
techniques and contents of education to improve production
of commodities processed; supply of technical guildance and
agricultural inputs; coordination for the purpose with other
bodies including agricultural department and agricultural

. research centres,

Session No, 10 Financial Planning

Plan of re@uired finances:, sources of and rates at which
finance could be raised;

Finaneing from internal and external sources - relative
merits, Ways in which resources within the movement can be
put to maximum use through concerted action,

Session No, 1 5 | Qrganisation of Seles

Sales Forecasts and estimation of sales proceedsj building
sales organisationj where, whom and how to sell; will the
processing plant build its own sales network and upto what

level - distributors, wholesalers, retailers and/or

o consumers,
Session No, 16 Cost Structure of a Processing Plant and Fixation of Priges
or Processing Co ities

Various production and other 'costég fixed and variahle costa,
working out cost per unit of produced commodity (main and
by-products)j fixation of prices in the context of competitors?
prices,

Adequacy of returns on invested capital and comparison with
similar other plants,

Segsion No, 17 Presentation of Cases on an Already Established Coop Dairy
Plant '

The cases prepared by the Resource Persons from the Institute
of Management, Almedabad, will be circulated to the parti-
cipants, The participants will be expected to work on these
cases during group discussion sessions and the findings of the
groups will then be discussed in the plenary meetings by the
participants with the Resource Persons from the Institute.
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Session No, 18 Budgeting

When all the rclevant data are collected, techniques of
presenting a budget - long-term and annual will be outlined,

Specific budget of a processing sociely in operation may be
presented by the lecturer. The lecturer may illustrate his
talk by the use of one or two budgets prepared in some
processing societies and pin-point thelr strong points and
weaknesses,

Segsion No, 19 Follow-up Controls and Tynes of Reporting by the General
Manager to the Board
Bvaluating economic resultsy type of periodic reporting to be
done by various departments such as purchase, sales, finance

ete, to the general manager and by the general manager in
turn to the Beard of Directors.

Session No, 20 Plan of Personnel Recruitment and Training

The subject will be discussed with reference to a specific
processing plant,

Type of technical personnel needed, labour force required,
availability, wages, personnel policy to be followed; type
of training to labourers, suporvisory and other personnels
role of the socilety and other bodies,

Session No, Z1 Presentation of Model Forms for Manasement Controls

Model Forms for various periodic reports desceribed under
Session No, 19 will bs presented,

Session No, 22 International Technica] Assistance in Setting up Cooperative
Processing Plants - Pangl

Finanecial and technical assistance ngeded from abroad in the
context cf avzilability of internal resources from cooperative
private and governmentel organisations,

Specific areas in which technical assistance needed. Importance
of precise formulation of projects an quantum of assistanoce
needed; relatlonship of projects to developmental priorities

in the countryy clearance from own governments,

Role of the ICA and other international bodies.



