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Foreword

IT 1s with great pleasure and with a sense of satisfaction that we are able to place this
valuable publication in the hands of our field workers, managers of agricultural coopera-
tives, and cooperative research scholars with the hope that they would get an insight into
the achievements of agnicultural cooperatives, their problems and their valuable contribu-
tions in addressing the food sceurity and quality management issues in the Asian Region.
[nstitutions like the Indian Farmers’ Fertiliser Cooperative Limited [IFFCO] and the Inter-
national Cooperative Alliance [ICA] have a lot to offer in the form of experiences, exper-
tise, networking and literature designed for the managers and field workers to enable them
to lead thetr cooperatives elfectively and efficiently in the wake of open market economy
pressures.

Management of cooperative mstitutions, especially those dealing with basic farmers and
food, has a special role to play in the present day world of international trade and compe-
tition. It is important that these mstitutions are managed well so that they are able to
survive, sustain and develop further. Business organisations [including agricultural co-
operatives] are able to maintain their standing and credibility in the market and among
their users only 1f they are able to deliver quality products and services. Maintaining
quality and efticient management go together. Cooperatives have to be conscious of this
fact and in this process the responsibilities of managers are even greater.

We are surc that the present publication contaiming highly technical papers which are
well-edited. processed and summarised would be a valuable addition to the cooperative
literature. Our friends and colleagues, Dr Daman Prakash, Director of the Agricultural
Cooperatives Management Training Project from the ICA Regional Office, and Dr GC
Shrotriya, Chief Manager [Agri-Services] from the Marketing Division of the IFFCO have
done an excellent job in not only running the 14" ICA-Japan International Training Course
on “Strengthening Management of Agricultural Cooperatives in Asia™ but also on con-
solidating and presenting the technical papers in this form which were used during the
TQM component of the Ceurse held at IFFCO's FMDI during January 02-16 2000.

Robby Tulus Virendra Kumar
ICA Regional Director Marketing Director of [FFCO, and Chairperson
for Asia and the Pacific [CA Committee on Agriculture for Asia-Pacifi¢
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Chapter-01

Total Quality Management Practices in

Agricultural Cooperatives in Asia
— An Overview

Daman Prakash
GC Shrotriya

Poiscd between the 20th and the 21st centuries, we must look not only at the positive develop
ments achieved by industrial civilisation ~ with its ideology of economic growth at all costs — but
also at its negative results. such as the destruction of the carth’s environment and destabilisation of
mankind. Economic development unprecedented in the history of mankind and the population in-
crease are beginning to collide with the earth’s tolerable limit. In this regard. it is worthwhile to
consider things from the perspective of an endeavour fundamental to human existence — agriculture,

Al present, global production of foodgrains is at the level of 1.9 billion tons. If the rate of food
consumption continues to expand at its present pace, the global demand for foodgrains is expected to
reach 2.9 billion tons by the vear 2025. Even if the lower end of the forecast for production is realiscd.
it can be seen that foodgrains supplies will fall at least 400 million tons short of the balance. The
rcason for this lics in increasing demand for foodgrains because of increased and varied demands for
food caused by population increase and cconomic growth, especially for feed stemming from greater
consumption by livestock.

According to the United Nation's Food and Agriculture Organisation [FAO]. the world s land arca for
foodgrain harvesting rose only slightly over the 35 vears up to 1995, During the same period, the
world’s population incrcased 1.8 times. Despite this, it was possible to avoid a food supply crisis
because the yvield per unit of land doubled due to various reasons including improved farm technol-
ogy. other inputs and application of better management mcethods and techniques.

About 90% of this dramatic increase was duc to the introduction of chemical fertilisers and pesticides,
along with the improvement of crops and the expansion of irrigation. In order words. agricultural fields
assumed the form of factories. But the wide-ranging usc of chemicals has impaired soil conditions,
and excessive irrigation using underground sources of water has lowcered subterrancan water levels.
As a result. over a period of time the improvement in harvesting has subsided.

In the past, it was possible to achieve an increasc of up to nine tons of foodgrains production by
dispensing one ton of fertiliser. From around 1984. however, it became difficult to expect anything
bevond an increase of two tons from one ton of fertiliser. The abusive utilisation of soil and a massivg
consumption of water driven by business logic that ignores the natural cycle have led to the present-
dav consequences. In addition, the farmers in the developing economies have not been 100 active 10
adopt better post-harvest techniques, mainly due to financial reasons, and there have not been many
efforts to control soil erosion and degradation of ccological balance. This is especially apparent in the
United Sates, Europe and South-East Asia.



Considering all this. is it possible to further expand the current amount of cultivated land. which is just
less than 1.4 billion hectares worldwide? According to the FAO, roughly half of the 1.8 billion hectarcs
of land with the potential for agricultural development [excluding the PRC] exists in forested arcas.
and nearly 70% of it has problems related to soil and topographic conditions. On the other hand. every
vear five million hectares of cultivated land worldwide become desertified. This area is equivalent to
the entire amount of cultivated land in Japan. Moreover, one forecast predicts that three billion people
will be adversely affected by water shortage in 2025.

Major tnvestors in agriculture and agribusiness interests are placing their hopes on biotechnology-
rclated efforts such as genctic farming. and it may actually be possible to raise production levels once
more. But here again the potential effects of the production increase on the earth’s landmass and
water would be immense. In addition, food safety concerns make it morce difficult for us to feel
optimistic that such an approach will provide an adequate solution.

On one hand, efforts have begun to stabilise population growth. On the other hand, humankind has
yet to devise an answer to the food supply problem. This means that, at some point, it is imperative to
do away with the ideology that sees no limit to expansion of the food supply.

Need to Reduce Excessive Consumption of Food: To begin with. the developed nations must end
excessive consumption of food. At present, the world contains at least 840 million malnourished
people. In 1997, of the total world foodgrain production of 1.9 billion tons, 700 million tons were used
as feeds. Annual per capita consumption of meat in developed countries is 76 kg [and 118 kg in the
United States], but in the developing countries only 24 kg [and a mere five kg in India]. By reducing
the consumption of meat in Europe and the United States, where the consumption of animal fat is so
excessive as to post health problems, it would be possible to alleviate much of the suffering of those
who are starving. The next point to consider is the reduction of food wastage. Research carried out in
1997 discovered that 27% of all edible foodstuffs avaitable in the United States end up being thrown
away. Utilising a mere 5% of this amount would make it possible to feed four mitlion people and save
$50 million in disposal costs. Japan faces the same situation.

Environmental Considerations: Furthermore, it will be imperative in the future to shift to an agricul-
tural model that attaches more importance to maintaining a healthy ccosystem to sustain food produc-
tion. This can be achieved with agricultural methods that lessen the burden placed on the environ-
ment by replenishing the soil, reducing the use of chemicals and pesticides. application of bio-
fertiliser and carrving out organic recycling. The key points to stress are eliminating excessive con-
sumption of food and food wastage and cstablishing a production system that 1s friendlicr to the
environment. The same method can be applicd to fields outside the agricultural scctor as well.

It is very misleading to lay total faith in the authenticity of GDP figures which indicate only the
abundance of matcrial possessions and monetary amounts. In order to make thesc things a reality. it
is essential for each of us to becoine more aware of the problems at hand and to make changes in our
own lifestvles. In order words. it is necessary to distance ourselves from focusing simply upon GDP
figures. Agriculturc has something to teach us in this regard — namely. the concept of its multi-
functionalitv. This refers to various functions. apart from the mere supply of agricultural products
arising from agricultural operations performed by rural communities. Such functions include preserv-
ing the soundness of national land. dealing properly with water sources, protecting the environment
and scenic landscapes. and properly transmitting the cultural heritage of rural communities. By their
nature. these external cconomic results are unrepresented in GDP figures. From the very beginning.
GDP figures were never an adequate way to represent the true wealth and soundness of the environ-



ment or human lifestyles. GDP figures increase. for example. even when the cost rises for dealing with
ever-increasing environmental destruction. By no means is it possible to consider this a path to
happiness.

Qualitv Products vis-a-vis Quality Services: In this context. the role of the institutions involved in
agriculture, cspecially in the developing countrics. becomes more apparent and involving. These
institutions, usually the agricultural cooperatives or the farmers™ groups or associations, have to
provide the needed services to the farmers and help sustain their interest in the profession of farming.
This situation calls upon these institutions to manage their affairs in such a way that the farmers
produce quality products and they reccive quality services. and inputs. People operating thesc
institutions have, thus. to be good management leaders.

Agriculture Towards Economic Renaissance

As many as 80 million people arc being added to our planct every year. As the population on our
planet reaches 6 billion by 2000, the population of India will reach 1 billion. Today, as population
continues to grow, three out of every five infants arc born underweight and malnourished, and a third
of the nation’s people live below the poverty line. As the country struggles to feed its people. vital
resources and infrastructure such as water for irrigation ctc. are dwindling. Therefore, sustainablc
agriculture is the prime necd of India.

Agriculture alone contributed 49.3% of GDP in 1960-61 which declined to 28.8% in 1991-92 and further
t025.2% in 1997-98. The per worker income of Rs 529 in agriculture in 1960-61 incrcascd to Rs. 19.406
in 1997-98 whereas in non-agriculture scctor. the per worker income has increased from Rs. 1.239 in
1960-61 to Rs. 82.848 in 1997-98. Thus the ratio between the per worker income in non-agriculturc vis-
a-vis agriculture has increased from about 2.03 in 1960-61 to 4.3 in 1997-98 which is a matter of serious
social and political concern.

State of Agriculture in India
-Technological Interventions and Its Potentials

Agriculture is gradually becoming capital-intensive and sciecnce-based. New innovations like preci-
sion agriculture. transgenic cultivars. micro-irrigation sysiem, selective agro-chemicals, green house
farming, tissue culture and many other techniques have made agriculture a very sophisticated profcs-
sion. These new technologics are in a position to fully cxploit the yield potentials of various crops.
Some of the technologics are adopted in Indian situation and have shown promising results.

Sustainability in agriculture is a “Moving Target . No single method of farming in any region remains
sustainable without continued intervention and change. Agriculture is based on dynamic biological,
physical and chemical systems and farmiers live in a constantly changing economic, social and politi-
cal enviromment. The rcality is that sustainable farming svstems can differ {rom field to ficld and from
onc period of time to another.

Bio-technological intervention could provide more environmentally-sustainable practices in agricul-
ture. Tissuc culture technique is a method for rapid vegetative propagation of large number of elitc
plants in the shortest time span. 1t is like zeroxing. 1.e.. production of any number of plants from a
single plant. This technique has wide applications m agricultural crops, horticulturc. floriculture.
medicinal plants. forestry and plantation crops ctc.

Growing of plants under environmentally controlled conditions is green house technology. The
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technology began in India in 1983. Large industrial houses like ITC, SPIC, Harrison Malayam. Indo-
American Hybrids. Tata Oriental Flora Tech have alrcady started using green houses for cither hvbrid
sced production or export-oriented floriculture and horticulturc. Green house crop production is the
most intensive method of crop production in agriculture. It is highly productive. conscrves water and
land and protects the environment besides generating high economic returns. Production of off-
scason vegetables and flowers are possible through this technology.

As the profession of agriculture becomes morc and more complex and technology-oriented using the
modern tools and techniques. it will be necessary for an agricultural worker to be a skilled worker
rather than a mere worker for providing phyvsical help in the work. The education system has to imbibe
thesc knowledge transformations and also provide for extension education for the current workers to
adopt. adapt and understand the technologics of farming,

Marketing of Agricultural Produce at Grassroots Level: In India. after Independence. a series of
reforms have been introduced to achicve the goals of the agricultural marketing svstem. Some of these
reforms include setting up of regulated agricultural markets, cooperative marketing societies and
introducing statc trading for which the Food Corporation of India {FCI] was sct up. However, there are
still a lot of deficiencies in pre-harvest or immediate post-harvest sales at low prices. little grading at
the village level. tic in sales and high marketing margins. These can perhaps be attributed to inad-
equate infrastructure of transport. grading. storage facilitics. marketing credit. marketing intelligence
ctc. A holistic approach is needed to develop market infrastructure. A market does not function in
isolation. rather it influences nearby markets and. in turn. influenced by them. Therefore. efforts
should be madc to develop a complete market circuit for a commodity or a group of commoditices.

The Indian farmer. as a producer. also does not get the benefit of “valuc-addition™ to his producc.
Post-harvest technology and agro-processing industry has to be farmers™ own enterprise through
collective or cooperative venturc. Such steps will be a real boost for the economic renaissance.

Horticulture includes cultivation of fruits, vegetables and also plantation crops. The chimatic featurcs
of the country arc very congenial for the cultivation of wide variety [both tropical and temperate} of
horticultural crops on commercial scale. In fact. we arc the second largest producers of fruits and
vegetables in the world [37.13 million ton of fruits and 55 million tons of vegetables). In both the cascs
the productivity. however. is low as the processing of these items are limited to less than 2%. resulting
in high wastage and low incentives to the producer. This industry has the tremendous job opportuni-
ties.

Floriculture is cultivation of flowers. flowering plants and ornamental foliage plants. It could be for
traditional home consumption or for export purposes and also for industrial uses. India has the
advantage of abundant sensitive. varving tvpe of soils and climatic conditions and cheap labour vis-
a-vis most European countrics. The world trade in flower is estimated at about US$25 billion and
increasing @ 11% per annum.

Poultry: India stands 6th in cgg production with 28.5 billion eggs per annum and 25th in broiler
production with 400 million broilers per annum. Annual growth rate of production of eggs is 10% and -
that of broiler is 20%. The world market of processed chicken is about US$ 5 billion. which is very
attractive for India. Our exports during 1994-95 were about $ 7.5 million. The countrics importing
poultry from India are Oman. Saudi Arabia, Maldives. Bahrain. Hong Kong. etc.

India posscsses largest cattle population and now rank first in the world in milk production [71.0
million tons - 1997-98]. Major producc of milk and milk products arc consumed in domestic market.
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Exports are not significant. The per capita availability of milk of 66 kg per vear is much below the Indian
Council of Medical Rescarch [[CMR] recommendations. There are restrictions on the export of certain
dairy products like raw milk and baby milk. but exports of butter. powder milk. ghee etc. are permitted
for which there is tremendous scope in global market. Therefore. there is a lot to be done in this area
too.

The importance of fishery sector in India 1s now well known and it has a place of pride in the national
economy. It helps the human kind by supplementing protein rich. low cholesterol food. generating
employment opportunitics and gainfully utilising the unproductive or marginally unproductive land.
In the year 1997-98_ our forcign exchange carning from this sector was to the tune of Rs. 4.3 1 billion.
Technological developments in fish farming i.c.. composite fish culturc. semi intensive and intensive
fish farming, induced breeding technique to produce fish seed have opened avenues to increase the
productivity manifold.

Role of Fertilisers in Agricultural Production

Fertiliser usc hasbeen onc of the main factors in ushering Green Revolution in India and making it self-
sufficient to meet its present requirenient. Fertilisers as source of plant nutrients have direct bearing
on crop growth and productivity. Foodgrain production and fertiliser consumption has increased
manifold in the past 50 years. The plant nutrients need will continue to grow to mect the foodgrain
requirement of the growing population. India has become almost sclf-sufficient in the production of
nitrogenous fertilisers. Fertiliser contribules to increased crop production in several ways. First. by
replenishing nutricnts. it lielps maintain and enhance soil fertility and thereby sustains crop produc-
tion. Secondly. fertiliscr enables adoption of high-vielding varicties [HY V|, which can increase crop
yields several fold.

The rolc of fertilisers in incrcasing foodgrains production is evident during the last 35 years. About
25% increase in agriculture production has come through arca changes and 75% through yield in-
crease. The two major foodgrain crops. wheat and rice. consume the lion’s share of fertilisers used in
India. Special attention was paid through a package of practices to the incrcased production of
oilseeds. and pulscs which has paid high dividends. Substantial outgo of forcign exchange towards
import of cdible oils has been reduced. Fertiliser use in India increased from 66.000 tons of major plant
nutrients in 1951-32 to 16.67 million tons in 1998-99. The country is looking ahcad for self-sufficicncy
in fertiliser production. particularly that of nitrogenous and phosphatic. What started as a small
fertiliser industry. with a capacity of 89.000 tons of N and 28.000 tons of P2035 in 1931-52, has now
become a giant with a total capacity of 10.94 million tons of N and 3.20 million tons of P2035 in 1998-99.

Domestic production of nitrogenous fertilisers incrcased from 29,000 tons in 1931-52 to 10.48 million
tons in 1998-99. The incrcased production in nitrogenous fertilisers has come by building new capac-
ity over the vears and also from obtaining higher opcrational efficiency. Production of phosphatic
fertilisers also increased from 10.000 tons in 1951-32 to 3.17 million tons in 1998-99. All-India capacity
utilization of N and P205 has gradually improved over the vears and is now being maintained at
around 100% level of N and P205 fertilisers. The new capacities which have been set up recently and
are under implementation during the Ninth Plan pertod are expected to yield an additional capacity of
3.36 million tons of N [7.1 million tons of urea] and 1.45 million tons of P20S5.

As fertiliser is related to food production. dependence on import in a free market cnvironment be-
comes a scnsitive issuc. Our past experiences have shown that being a bulk buver. whenever India
has entered the international market for the imports. price of fertiliser in international market has
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increased significantly. Therefore, the country must have its indigenous capacity for fertiliser produc-
tion. Import should be restricted to meet the gap between demand and domestic supply and not on the
basis of make or buy option. Import duty may be levied to discourage dumping as and when required.

Future performance and growth of the fertiliser industry at the national level will depend on a condu-
cive trade policy, designed to protect the interests of both fertiliser producers and farmers.

Future Challenges

Production of more food from a diminishing resource basc. requiring new agricultural technologies
and management systems providing increased productivity per unit of land. water. energy. labour and
investment. Part of this will involve focussing rescarch on neglected crops such as minor millets, grain
legumes and tubers. which can perform in times of environmental stress and in neglected areas such
as arid and scmi-arid. coastal and mountain areas.

This country has tremendous potential for agriculture development and its contribution to national
economy. A system approach for the capital building and investment-oriented agriculture will revolu-
tionize Indian cconomy and provide a sound basc for many other rclated industries like sugar. textile,
processed food etc. A blend of traditional wisdom based on centuries of experience with modern
knowledge and technologies will be the key to economic renaissance. A changed farmer, who can
gain from the information base now available, will be the carrier of this mechanism. Indian farmer has
shown adaptability to change and he will again rise to our expectations to transform India into an agri-
based economic power.

In the future, the emphasis should be on “growth with management™ rather than “growth” per se. This
new strategy of growth with management will involve challenges in several arcas: fertiliser use effi-
ciency, energy consumption cfficiency. policy and organisational reforms, environmental protection,
and human and institutional capacity building. A successful resolution will require a high degree of
political commitment and pragmatic solutions leading to conducive and stable policies, appropriate
organisational arrangements. and adequate institutional and physical infrastructure.

Role of Agricultural Cooperatives in the Indian Economy

Agricultural ccoperatives play a very important role touching almost every aspect of the human life.
When the agricultural cooperatives deal with credit functions. they are concerned with the household
income and its expenditure by the farmers. When the agricultural cooperatives deal with the supply of
agricultural inputs, their main concern remains the nutrition for the population through foodgrain
production. When the agricultural cooperatives deal with the plant protection, their concern remains
for the health of the plant. health of the consumer i.e., the population. In many sectors the coopera-
tives have made significant contribution. In the case of sugar production and handloom it is particu-
larly remarkable as the contribution is touching almost 60% of the total.

Challenges to Cooperatives in Liberalised IZcononmy: The Cooperative Identity: The image of a "true
cooperative”™ depends on the extent it faithfully translates the Cooperative Principles into practice.
The International Cooperative Alliance [ICA] at its Manchester Congress in September 1995 adopted
a Statement on Cooperative Identity [ISCI| according to which the cooperative is defined as: “An
autonomous association of persons united voluntarily to meet their common economic. social, and
cultural needs and aspirations through a jointly-owned and democraticallv-controlled enterprise. ™

Cooperatives arc based on the values of self-help, democracy, equality, cquity, solidarity, honesty,
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openness. social responsibility and caring for others. These cooperative values are inherent in the
seven Cooperative Principles around which all cooperatives function. Therefore. in the emerging
scenario where the fears loom large for dilution in social values. culture, erosion of local resources,
less advantage to weaker sections. the cooperatives with their true identity sccm to be the only
answer at present to rebuild the society for a better quality of life.

Structural Reforms: Structural reforms or reorganization has become the most significant aspect of
market-oriented economy. There is a need to take up comprehensive structural reforms in the coopera-
tive sector particularly. the creation of strong primaries. the backbone of cooperative system, and sclf-
reliant and compctitive federal structure which will be responsive to the opportunitics of the emerg-
ing market economy. Federations are for primaries and it is their responsibility and accountability to
strengthen their basic structure. At the institutional level. reforms in cooperative legislation are to be
expedited to provide opportunities to cooperatives at par with the private sector. Over-control and
over-rcgulation by government should be discouraged so that the cooperative system restores coop-
erative identity and enabled to stand on its own to gain benefits front the new policy of liberalisation.
The role of the Registrar of Cooperative Societies is to be redefined as a promoter of cooperative
system rather than the administrator and controller of cooperatives.

The new formula is that managers lead and the members govern. This formula requires a cooperative
value-led management development programme based on a new understanding of management as
leading a community of stakcholders on behalf of the cooperative membership. Quality standards at
the service of the customers provide one objective manifestation of the realisation of cooperative
identity.

The Indian Farmers’ Fertiliser Cooperative Limited [IFFCO]: 4 Case Study in Cooperative Devel-
opment: The IFFCO - a cooperative sector giant and a premier organisation is rclentlessly engaged in
strengthening the cooperative systems and services to the rural community in particular. Though
IFFCO isengaged in manufacturing and promotion of fertilisers throughout the country. the extension
and educational programimes organised by the Society centered on scientific agriculturc and with
emphasis on promoting balanced use of fertiliser. Such efforts have benefited the farmers and the
cooperatives immenscly. IFFCQO’s strong foundation is grounded on the principles and philosophy of
Cooperation translated into practice. IFFCO’s growth is largely because of its continued firm. consis-
tent and genuine commitimcent to these universally-accepted principles. A multi-faceted and multi-
pronged approach. envisioning. professionalism, corporate planning and commitment to achieve
customer satisfaction arc some of the guiding principles.

The [FFCO cstablished four manufacturing units viz., Kalol and Kandla in Gujarat and Phulpur and
Aonla in UP with a total production capacity of 2.6 million tons of urca and complex fertiliser. Ason
Ist April, 1999, the urca capacity of IFFCO stood at 3.2 million tons. The year 1999 has becn a vear of
great achievements for IFFCO. The Society had also completed 32 years in the service of the farmers.
In order to make the country self-reliant in foodgrain production. the Society contributed its share by
attaining highest-cver capacity utilisation. During the period April-March 1998-99_ IFFCO achieved
an overall capacity utilization of 115% in the case of Nitrogen. and 162% in case of P205. [FFCO has
sold 4.62 million tons of fertiliscrs matcrial during April-March 1998-99 and has carned a pre-tax profit
of Rs. 3.458 million during this period.

The Phulpur plant bagged the FAL Award for the yvear 1997-98 on Environmental Protection. The
Kandla Unit won FAI Award 1997-98 and 1998-99 for Best Overall Performance of an operating fertiliser
plant for P205. The Socicty has achieved a sales turnover of Rs. 38,240 miition.

13



Special Features of IFFCO & Strength: Born as a multi-unit Cooperative Society on 3rd November
1967. IFFCO blossomed into the largest manufacturer and distributor of fertilisers in India. With an
authorised capital of Rs.10.000 million. its membership extends to over 35.000 cooperative societies
through which its products — NPK. DAP and Urea — are channelised in 22 states and two union
territories in the country. The Society came into being with a modest cquity capital of Rs. 0.6 million in
1967-68 that grew to Rs.3.838.7 million in 1998-99. It realised its dreams of acquiring an impregnable
status of global fertiliser major by expanding its production facilitics at Aonla. Kalol. Phulpur and
Kandla in quick succession. During 1998-99, IFFCO sold the highest 3.34 million tons of urea while the
total sales of Urea. NPK and DAP also stood at an all time high of 4.62 million tons. The Marketing
Division was awarded ISO-9002 Certificate in June 1998 for marketing fertiliscrs. strengthening coop-
eratives and providing services to farmers and rural community.

The organisation is basically an industrial housc. The distinctive feature is that this organisation is
run as a cooperative enterprisc and which is owned by the farmers. In its operations the basic
strengths are the highest technological and professional methods and techniques employed and an
active collaboration with its constituents established i.e., the cooperative members. Some of the
important developments fostered by the IFFCO have been the following;:

IFFDC Project: The Indian Farm Forestry Development Cooperative Limited [IFFDC] has
been promoted by IFFCO and registered as a multi-state cooperative society. At present, the
IFFDC is maintaining a pilot forestry project of IFFCO started in 1986-87 and also the IFFDC
project sponsored by [IFFCO and India-Canada Environment Facility [ICEF] for a period of 5
vears since April 1995, Asin March 1998, 16,000 ha of land has been afforested through the
formation of 120 primary farm forestry cooperatives.

Special Projects: To facilitate transfer of technology. certain special projects have been
launched in the areas of dry land agriculture, tribal/backward area development, land recla-
mation, bio-fertilisers, bio-pesticides, plastics in agriculture. farm implements, micro-irriga-
tion system. Integrated Plant Nutrient Management System [[PNS]. wastcland development,
watershed management. The FAO-collaborated project on IPNS resulted in an IPNS manual
based on IFFCO-IPNS experience for extension workers and others. Pilot work on Integrated
Pest Management [IPM] was also introduced at selected locations.

Transfer of Technology: IFFCO has engaged more than 600 graduates and post graduates in
agriculture to propagate balanced fertilisation and help disseminate the latest agriculture
technology to the farming community. Right from the beginning IFFCO has been straining
every nerve to inform and educate farmers through dedicated field team at the grassroots
level. Its nced-based educational and promotional programmes like crop demonstrations.
field days. farmers™ meetings. seed multiplication. village adoption, crop scminars, special
campaigns arc proving to be effective in transfer of technology.

Corporate Planning. In order to meet emerging challenges and retain its status as the
largest producer and distributor of chemical fertilisers in the country. a comprehensive me-
dium-term plan entitled ~Vision 20007 was prepared which cnvisages expansion of the exist-
ing units, setting up of grassroots urea production units inside and outside India. It is also
contemplating to launch Vision 2005 which will focus on strengthening the cooperative
system and agricultural information system.

Total Quality Afanagement [TOM]: The IFFCO from its very beginning. has been emphasising
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on quality In every aspect of organisation which has become its thrust arca. New quality
systeins are being implemented and the coveted 1SO-9002 Certification has been received by
its Kalol Plant for quality assurance in production. installation and services. The Marketing
Division has acquired ISO-9002 Certificate from BVQI in June 1998 on the scope of “Market-
ing Fertilisers. Strengthening Cooperatives and Providing Scrvices to the Farmers and Rural
Community”. IFFCO’s other production units are also contemplating award of ISO- 9002 and
ISO-14000.

Collaboration with the ICA
and its Regional Office for Asia-Pacific

The IFFCO was admitted to membership of the International Cooperative Alliance [ICA] in the year
1979. Since then the relationship between [CA and IFFCO has grown stronger. Its participation in ICA
Congresscs. technical seminars. workshops and training programmes has always been acknowledged
and recognised positively. [FFCO officials have contributed in crystallising several basic issues for
the development of cooperatives particularly in the Asia and Pacific Region.

The IFFCO had participated in a project study on “Cooperative and Environment for Sustainable
Development” conducted jointly with ICA ROAP in 1992, A senior officer of the Marketing Division
had served as a Consultant-cum-Coordinator for the [3th and 14th [CA-Japan International Training
Courses on “Strengthening Management of Agricultural Cooperatives in Asia-Pacific” parts of
which were held at FMDI, Gurgaon, in January-February 1999 and January 2000 respectively. The
IFFCO Managing Director had participated and initiated topical discussions at the International
Cooperative Agricultural Organisation of the ICA. The Marketing Director had actively led the [CA
Regional Committec on Agriculture for Asia and the Pacific as its Vice-Chairperson, and since 1998,
has been its Chairperson.

Management of Food Security and
Contribution of Agricultural Cooperatives

Food clothing and shelter arc the fundamental of human rights. Without food nothing happens - no
economic and social development. no political development etc. History shows that under nutrition
whether caused by war. drought. poverty or natural disaster has always caused widespread suffer-
ings to humanity. Freedom from hunger. thercforc. remains a long cherished goal for the humanity.

Food security mecans access by all people at all time to safe and nutritious food to maintain a healthy
and active life. It is a life frec from the scourge of malnutrition and starvation. The food security.
thercfore. entails long-term as well as short-term strategies for making adequate quantities of nutri-
tious food available to the entire populace of the country. The long-term stratcgy deals with devising
prospective plans to raise agricultural productivity and ensuring national food supplies, while the
short-term strategy deals with meeting the immediate food and nutritional needs.

There could be threc levels at which food security could be ensured. These arc. household level,
national level and global level. The root cause for non-availability of adequate quantities of nutritious
food is the poverty. In India alone nearly 320 million people live below poverty line. Nearly 50% of the
children below 3 vears of age are malnourished. Since mothers are malnourished, onc-thirds of the
newborn are of low weight. Poverty has been identificd as the root cause for houschold food in-
security and therefore. actions that are related to attaining food security would necessarily have to be
linked to the issues of poverty alleviation. The vulnerable groups include marginal farmers landless or
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temporary labourers, small-scale fishermen, forest labourers, urban poor etc. Within these groups
again the most affected lots are the children and the women. The overall food security at the national
level entails three basic issues viz., availability, stability and accessibility.

In essence, the issues of food security can be broken down to production of foodgrains, price policy,
public procurement of foodgrains, buffer-stocks, public distribution and international trade on one
side, and population policy and planning and overall socio-economic development policy especially
those related to income and employment generation, education, health, safe drinking water, housing
and sanitation, on the other.

With this backdrop, the question that will continue to engage our attention is how to ensure that all
people get access to good quality, safe and nutritious food or in the words of Noble Laureate Amartya
Sen “the issue of food entitlement’. The answer is as complicated as the enormity of the problem
having several economic, political, social and environmental dimensions.

Contribution of Agricultural Cooperatives: Agricuitural cooperatives have been playing a signifi-
cant role in ensuring food security in various ways such as: a] Providing Agricultural Inputs including
Credit; b] Marketing of Farm Produce: c] Agro-Processing: d] Storage: ¢] Production of Fertiliser.

It may be important to realise that in most poor, food insecure areas and countries, the two greatest
potential resources available to address the problemis of hunger and malnutrition are the local people
and the agricultural productivity of land and water. To make sustainable improvements, investments
will be needed in both of these resources. Investing in people will need to come in the form of
education, clean water and sanitation, health and social services and when needed, direct food and
nutrition support. Such investments are essential if the corresponding investments in agriculture and
its productive sub-sector are to pay off. A hungry and malnourished population can neither work, nor
learn nor prosper.

Total Quality Management [ TQM] in Cooperatives

Cooperative management clearly needs high ethical standards but it also needs an analysis of the
necds and values of society as they affect the cooperative customers and members. It is not enough
to recognise the human-centred basis of cooperatives and the need for ethical values to inform
management practice. The membership must not be viewed in the abstract simply as owners but rather
as owners integrated into the wider society in the context of the marketplace.

Total Quality Management-TQOA: TQM has evolved and developed into its present form from quality
control and quality assurance. Quality is primarily a customer issue. It arises because customers
require products and services which not only meet the performance requirements but also provide
satisfaction in terms of safety, durability and pride of ownership. In an organisation, the achievement
of quality standards is not restricted to the shop-floor or production department. [t extends to all parts
of the business from market analysis, conceptual design to marketing and distribution network. TQM.
therefore, has to be driven through the entire range of business activities and requires continuous
close relationships with customers. suppliers and employees. TQM, to be effective, requires Icader-
ship, a supportive organisational culture and human resource management strategics. World Class
Cooperative Quality [WCCQ] develops TQM with the ingredient of added social value and protects
TQM processes with cooperative values and purposes.

Quality is not the result of gimmicks, tricks or fads; it comes from developing a culture of openness,
trust, fairness, integrity and hard work. Quality can only be achieved by creating a quality culture and
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not by technical application alone. Quality cannot be improved by high investment in technology
alone. Quality comes from people and is the result of attitudes and values. Organisational climate and
culture decide the quality of products and services. TQM provides an opportunity to people to
rethink about their value systems and beliefs.

Why TOM Now? Quality. therefore, has become a corporate strategy of doing business. 1t is no longer
an option, it is a positive requircment. Among many other benefits. TQM results in: Committed
customers: Increased productivity; Reduced costs: Better profits: Improved institutional image; Em-
ployee motivation: Team spirit and increased participation:. Improvenicnts in attitudes and value
system; Dedicated management: and Positive organisational culture.

An Integrated TOM Model: 1t takes ten components to be implemented in an integrated way to
achieve total quality. They are called components as all of them are necessarily required to become a
total quality cooperative: 1] Quality Policy and its Communication; 2] Team Work and Participation: 3]
Problem Solving Tools and Techniques: 4] Standardization: 5] Design and [mplcmentation of Quality
System; 6] Quality Costs and Measurcments; 7] Process Control: 8] Customer-Supplicr Integration: 9]
Education and Training: and 10] Quality Audit and Review.

TQM is an approach to improve the cffectiveness and flexibility of an organisation. as a whole. 1t will
not succeed if linec managers. HRD people and employvecs fail to work together. TQM is not only the
Management of Quality but also the quality of Management. It is fitting to quote here Dr. Deming and
Peter Drucker: 'You can begin anything vou want, as long as vou start now’ -W. Edwards Deming:
‘What we need to learn from the Japanees is not what fo do, but to do it’. -Pcter Drucker. The
management practices can be translated in the variety of ways sucl as. cstablishing a culture which
treats problems as opportunitics for improvement rather than blaming people.

The classic definition of quality has perhaps been provided by Dr. Edwards Deming: “Good quality
does not necessarily mean high quality. It means a predictable degree of uniformity and depend-
ability at low cost with a quality suited to the market. " Quality in the context of organisation and
their customer rclationships is both about the definition of objectives and the establishment of the
operating methodologics for their achievement. The ultimate goal of quality management is to secure
a competitive advantage in the marketplace. It secks to do this both in terms of cost of production and
delivery and in the closeness of the matching achicved between the service or product provided and
the customers “ideal”™ specifications.

The Japanese Union of Scicntists and Engineers and particularly their Quality Control Research
Group [commenced 1n the late 1940s] picked up the ideas implanted by American production engi-
neers lecturing in the 1950s like W.C. Deming and later by the total approach advocated by A.V.
Feigenbaum which led to the Japanese innovation [linking the technical and social dimensions of
work] of Quality Circles originally conceived as study groups for foreman and eventually to Total
Quality Management [TQM]. TQM hasbeen defined as: ~1] Involvement of all functions; 2] Involve-
ment of all emplovees: 3] Continuous improvement as a goal: and the 4] Emphasis on the customers’
definition of quality.” To these clements Graham James adds that TQM is .. a process of habitual
improvement with control embedded in and driven by the organisational culture. ... The foundation of
this theory is the generation of participation. involvement. pride in work and the removal of fear from
organisations.”

The further refinenicnts leading to the development of TOM built on the idea of quality as customer-
led and with it the recognition that standards of quality were themselves contingent on the definition
of the market niche being addressed. In these developments we need to recognisc the influence of
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ideas rooted in the third school of management thought referred to as Structural Analvsis.

The word “Total Quality Management™ was initially coincd in 1985 by the Naval Air Command to
describe its Japancse style of management approach to quality improvement. Japan’s transformation
from “copicr’ to “leader” is the result of the serious cfforts of Dr W. Edward Deming and Dr Juran
towards TQM and Quality. The approach of TQM is to increase the effectiveness and flexibility of an
organisation as a whole. Basically. it aims at involving cvery person in each department of an
organisation so that crrors can be eliminated and goals achicved. while at the same time attaining the
highest standards of quality. It aims at developing a right-at-first-time organisational culture.

TQM is a management philosophy that builds customer-driven learning or an organisation dedicated
lo total customer satisfaction with continuous imaprovement in the effectivencss of the organisation
and its processes. To follow this philosophy. the management must develop a svstem to attain high
quality standards. All members of the organisation have a mindset that is focused on satisfying
customer nceds and expectations. Such a mindset leads to better system functioning and goal achicve-
ment.

The loss of values in our society duc to the onslaught of technology is cause for serious concern.
Total quality achicvemcnt is akin to total war. The Europcan Economic Community has appeared on
the guality scene with a bang. splashing ISO-9000 across the continents. Also. in the wake of
liberalisation. products from the international market are flooding the Indian market resulting in cut-
throat competition. It has created a do-or-die situation for Indian manufacturers, where survival is
possible only if they meet the highest quality standards. Indian industry is now striving hard to
acquire [SO-9000 accredition to survive in the international market.

Product and service quality arc becoming national concepts to participate effectively in global cconomy.
Total Quality Management {TQM] is concerned with the integration of all cfforts in the organisation
towards quality and customer carc. TQM represents a customer-oriented and quality focused man-
agement philosophy and is often regarded as successful largely duc to the commitment and vision of
the people at the top and strong leadcrship. In TOM process. Icadership. to a great extent, is inbuill.
The satisfaction of the ultimate uscr of the products of the IFFCO. the farmcr. needs a total satisfac-
tion. and it is. therefore. the ultimate goal of the IFFCO to provide quality products and quality
services to the end-user. The acquisition of 1ISO-9002 Certification is due to the implementation of
TQM concepts in the organisation in all fields — the products, the services, board-mcmber relation-
ship. organisation-emplovee relationship ctc.

TQM is concerned with the integration of all the efforts of an organisation towards quality improve-
ment. quality development and quality maimtenance for mecting complete customer satisfaction. It
develops a culture wherce cach cmployee can directly participate in arcas and decisions concerning his
work. HRD is an ongoing and continuous function. It continucs to focus on improving the human
processes in the IFFCO.

TQMin IFFCO

Setting up of the HRD Section: With a vicw to enhancing employces™ capabilities and for attaining
both organisational and personal goals. the HRD Scction was st up in the vear 1988. The aim was
designing appropriate action strategics for strengthening the human resource systems and
organisational processcs.

HRD Philosophy: The basic philosophy of IFFCO’s approach to HRD is basced on the following
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objectives: a] Creating an ambiance of excellence in every sphere of organisational activitics: b}
Generating a feeling of confidence. dignity and self-esteem for spurring people to greater endeavors:
c] Conferring recognition and rewards. both tangible and non-tangible commensurate with accom-
plishment of tasks: d] Evolving an organisational milieu. where there is free flow of idcas and open-
ness and authenticity in interpersonal relations: and ¢] Enabling the cmployce to realise his potential
to the maximum extent possible, through sharpening of skills and harnessing of expertise.

Thus, TQM in I[FFCO is concerned with the integration of all the efforts of an organisation towards
quality improvement. quality development and quality maintcnance for meeting complete customer
satisfaction. It devclops a culturc where cach employee can dircctly participate in areas and decisions
concerning his work. 1t. therefore, builds positive attitudes in employees towards quality. and respect
for others Icading to mecaningful work and enhanced quality of life. TQM is an approach to improve
the effectivencss and flexibility of an organisation. as a whole. TQM will not succeed if line managers.
HRD people and emplovecs fail to work together. Likewise, as HRD is an ongoing and continuous
function, it continucs to focus on improving the human processes in IFFCO. It has rcaped a rich
harvest by harnessing the power of TQM whicl is the single most important management methodol-
ogy available to achieve and maintain world class performance and compctitiveness.

The ISO-9002 Certification
and the IFFCO

The IFFCO is committed to quality right from the datc of its inception and has been maintaining it all
along its journcy of success. IFFCO’s products carry no other names than IFFCO itself. which are
established as quality products, thus IFFCO has acquired svnonymity for Quality. In consonance
with its innovative and challenging spirits, the IFFCO Marketing Division cnvisioned 1o acquire
international quality certificate through recognised ISO-9002 Certification exclusively for Marketing.
In 1996. ISO-9001 Certification was acquired by the IFFCO Kalol Plant. In the Marketing Conference at
Lucknow, a topic on Total Quality Management was delivered by the Director. Total Quality Associ-
ates [TQA], New Declhi. and it was resolved to go for 1SO-9002 in Marketing Division. This was
obtained in Junc 1998. In future. 1SO Certification will become morc and more stringent and hard to
achicve and maintain especially after new version of ISO-9000:2000 is introduced.

ISO in India: More than 4,000 companies in India have secured certification which mclude Central and
State Governments, public and private organisations covering manufacturing, service organisations,
defence cstablishments. research organistions. importers-cxporters. software companies, as well as
hospitals. hotels, engincering colleges and schools etc. To namea few: Apollo Hospital. Hyderabad:
Regional Engineering College. Jaipur: BSES [formerly known as BEST|. Mumbai: and a branch of
PWD in Maharashtra. Out of 4000+ Certificate-holders. only 800-900 establishments of Central and
State Governments have opted for [SO Certification: otherwisc the majority comes from private scctor.
Apart from the Quality Management Systemn [QMS]. there is another International Standard 1SO: 14000
which deals with Environment Management Systemt [EMS] in the production units.

Implementation of ISO-9002: Industrics are given 1ISO-9001. 9002 or 9003 Certification if they comply
with the certification audits. This generates confidence among customers that the industry docs
follow quality management systems as laid down by the ISO [International Organisation of
Standardisation]. ISO-9000 is a serics of standards: 9001 for quality assurance in design. develop-
ment, production. installation and servicing; 9002 for production. installation and servicing: and 9003
for final product inspection and testing. ISO-14000 deals in environmental management systems.

The mechanism of implementation comprises of components like responsibility of top management
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evincing interest in creating atmosphere of acceptance and ownership by one and all: and also
cnsuring continuity in implcmentation and continuous improvements. The need is felt to have
quality focus right from suppliers upto customers. The concept of Quality Assurance is to producc
and deliver quality by plan and not by chance.

The ISO-9000 standards have several benefits like: Internationally recognised standard: Improved
confidence for customer and employees; Customer satisfaction and competitive advantage: Focus on
prevention and platform for improvement: Improved communication and evidence of management
control: Greater consistency and uniformity of action and so the quality: Formal definition of Quality
Policy. Objectives. Responsibilitics and Authoritics: Less rejects. rework. duplicate work and scrap
[less cost]: and, a corproate image for quality.

Surveillance Audit. In order to determine the effectiveness of the Quality System. quality audits are
carried out. The Certification Body conduct Routine Surveillance at six-monthly intervals in order to
monitor continuing conformance with " THE STANDARD™ of [SO-900¢.

Management of Agro-Input Distribution in Cooperatives

The Cooperative Movement in India started way back in 1903 Till 1939, cooperatives in India were
involved only in distribution of credit to the members. Its activities got diversified to the distribution
of consumer articles and also some agricultural inputs in the rural arcas over a period of time. Subse-
quently, based on the suggestions made by different committecs and commissions, the cooperatives
were given a significant role in distribution of fertilisers. Currently. cooperatives are playing a signifi-
cant role both in production and marketing of fertilisers.

Cooperatives in India arc very actively and intimately involved in several agriculture related activities.
The most important activities arc the disbursement of production credit and distribution of fertilisers
and other inputs viz._ sceds, pesticides and agricultural implements. Cooperatives are also involved in
procurement of farm produce. processing and marketing of oilseeds. cotton, sugar. milk and milk
products. distribution of essential commuoditics, clothes, kerosene oil and other merchandise etc.

Role of Cooperatives in Agricultural Credit Disbursement: Cooperatives play a very important role
in the disburscmicnt of agricultural credit. Credit is needed both by the distribution channel as well as
by the farmers. The distribution channel nceds it to financc the fertiliser business and farmers need it
for mecting various nceds for agricultural production including purchasing fertilisers. The credit
needed by the farmers for purchase of fertilisers and other inputs is calied “short-term’ credit or
‘production credit’ whercas credit needed by the distribution channel is called “distribution credit’.
Cooperatives also playv a very important role in disbursement of “mediuni-term’ and “long-term’ credit
needed by the farmers for purchasing agricultural equipments viz., tractors, installation of tubewells
and land development works etc.

In India. 78% of the farmers belong o the category of small and marginal farmers. They depend
heavily on credit for their agricultural operations. These farmers will not be able to adopt the modern
agricultural practices unless they are supported by a systemn which ensures adequate and timely
availability of credit on reasonable terms and conditions.

Fertiliser Distribution Channels: Fertilisers are produced/imported at about 200 locations in the
country and distributcd to the farmers scattered through the length and breadth of the country in
about 600.000 villages through a network comprising of private and institutional channels. Some
quantities are also made available through manufacturers™ own outiets. Private trade accounts for
about 60% of the total fertilisers distributed in the country followed by institutional agencics at 35%

20



and remaining 5% through the manufacturers’ own outlets. Among the institutional agencies, coop-
eratives are the main agencies which alone account for nearly 31% of the total fertiliser business. The
total number of fertiliscr salcpoints in the country is 272.000; out of which about 70,000 [26%] are
institutional agencies” salcpoints [mainly cooperatives] and the remaining 202,000 ([4%)] are con-
trolled by the private trade.

Agricultural cooperatives in India are the backbone of the cooperative system and involved in variety
of functions and scrving the rural masses by providing credit, fertilisers, seeds, agro-chemicals.
agricultural implements etc. Their role has been commendable and helped in making essential inputs
availability to the rural masses. These necd to be further strengthened

Management of Warchousing System in India

Fertilisers alone constitute major chunk of input necded for agricultural production. More than 521.62
million tons of agricultural produce is available annually, most part of which need to be stored before
it is consumed in different parts of the country. A properly planned storage infrastructure for agricul-
tural input and output is, therefore, nccessary.

In bricf, proper storage leads to: a] minimize losses in transit and storage; b} ensure availability of
fertilizers to farmers at required stage and at reasonable price; c] avoid distress sale by the farmers; d]
reducc margins of middle man: and e] ensure availability of agriculture produce to the consumers at
reasonable price. The demand for storage space will keep on increasing in the time to come as
requircment for various inputs and need for storage of the outputs will keep on increasing,

Harehousing for Chemical Fertilisers: The fertiliser materials are of different nature like granuler, in
powder form, varying hygroscopicity etc. and, therefore. need to be scientifically stored. Briefly,
some of the special requirements necessitating fertiliser warehousing are: a] Bulk of fertiliser con-
sumption takes place in 3 or 4 short spells: b] Supply points are limited to a few hundred manufactur-
ing units or ports. whereas. farmers’ consumers are spread all over the country: c] Fertilisers need to
be made available to farmers at their door steps at the appropriate time. This is possible only with a
wide spread network of ficld warechouses from where the retailers can draw their requirements; d]
Railways are over-burdened and are not able to meet wagon requirements of fertiliser industry. This,
coupled with low priority for fertiliser movement, makes it unavoidable to position fertilisers well
before the commencement of the season nearer to the consuming centres and to meet the peak
demand. Placing fertilisers nearer to the consuming points will result in better sales and low produccrs
inventory levcel.

Warehousing of I'ertiliser by IFFCO. IFFCO started warehouse operations during 1975-76 when the
first two fertiliser plants came into production. The space hired by IFFCO in 1997-98 was to the extent
of 0.7 million tons. Space was hired from CWC and SWC. IFFCO started utilising godown facility of
the cooperatives from 1987-88 with 33% reservation. The space with the cooperatives has since
increased to about 45%. Some of the States like Gujarat and UP would have 60-80% space reserved
with the cooperatives.

Management of Agricultural Services
Provided by IFFCO

IFFCO was conceived on the principle that cooperatives from different States would contribute to the
share holding of IFFCO and also act as its marketers. Cooperatives. were not equipped to undertake
the responsibility of promoting IFFCO’s grades which were new to the Indian farmers. Thus, in order
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to popularise its products and to create a ready market for them before its plants went into production,
IFFCO took upon itself the responsibility of undertaking systematic promotional and educational
programumes, through a weil-conceived approach.

Seeding Programme: A seeding programme during the three-vear construction period had the advan-
tage of: 1] Acquainting farmers with the benefits of using fertilisers distributed by IFFCO; 2] Giving
IFFCO’s promotion staff experience in analysing field conditions and problems and making specific
recominendations; 3] Building up data on local agronomic and cooperative conditions; 4] Stimulating
better promotion and administration of fertiliser distribution by IFFCO and its meniber-cooperatives:
and 5] Giving the marketing staff experience in distribution of fertiliser, realisation of sale proceeds and
various accounting procedures.

Farmers’ Education Programmes. Location specific crop production technologies for increasing
productivity of crops and fertiliser use efficiency are evolved continuously at the agricultural re-
search stations. It is important that these technologies are quickly disseminated on the farmers’ ficlds.
Organising extension and promotional programmes with a coordinated approach, alongwith other
experts and the extension workers is very important for advising the farmers on the adoption of
agricultural technology. Some of the main farmers’ extension education programmes deployed by
IFFCO consists of crop on farmer’s field. Various tvpes of demonstrations include Two-Plots Demon-
strations; Block Demonstrations; Critical Input Package Demonstrations.

Field Programmes: In these programmes agricultural universities, State Department of Agriculture,
voluntary organisations, cooperative institutes and other developmental agencies are also involved
to help the farmers to solve their problems. These are: Farmers’ Meetings, Field Days, Crop Seminars,
Agricultural and Social Campaigns, Training Programmes and Visits, and Advisory Committee Meet-
ings.

Soil Testing: Keeping in view the importance of soil and water testing, IFFCO has pressed into service
two mobile soil testing vans for soil analysis on farmers’ fields. IFFCO has also set up two static soil
testing laboratories at CORDET, Kalol in Gujarat and Phulpur in Uttar Pradesh each having an analysing
capacity of 25,000 soil samples annually. Both the CORDET soil testing fabs till 1997-98 starting from
the year 1980-81 have analysed 542,000 samples. IFFCO ficld staff in 8,031 soil sampling campaigns
had collected over 800,000 samples and got these analysed in CORDET and other labs.

Village Adoption Programme. A village is selected by IFFCO on the following lines: It should have
potential for agricultural development and located in backward arcas: It should have farming families
between 100-200 for effective monitoring: It should not have been adopted by any other agency; The
farming families should be ready to extend cooperation in implementing the developmental activities;
and, It should be nearer to the Headquarters of IFFCO’s Field Officer for a closer supervision. While
organising the ficld programmecs, emphasis is faid on improving efficicnt use of inputs, particularly,
fertilisers. Seed-cum-fertiliser drill, plant protection cquipments likc sprayers, dusters ctc. arc made
available for community use in the village. Wherever required. soil augers, sickles and other neces-
sary equipments are also supplied to the farming families. Social aspects like human and animal health
care, village sanitation, promoting animal husbandry as a subsidiary activity. installation of bio-gas,
solar cookers. family welfare programmes. social forestry etc. are also kept in view while planning the
developmental activities. Youth Club and Mahila Mandal are also involved in the programimes. Schemes
like supply of books to children. construction of smokeless chulhas, distribution of storage bins,
training on fruit and food preservation are imparted in villages. Ina particular year about 500 villages
are adopted by IFFCO, at least one village by a Field Officer. Till now about 2.650 villages have been
covered under this programme.
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Promotional and Publicity Activities: Mass media approach is followed in fertiliser promotion. The
media adopted are: Radio, Television and Press, Fairs and Exhibitions. Technical Literature, Hoarding
and Roadside Sign Boards. Crop Films.

IFFCO has undertaken various special projects under specific situation like dry land, problematic
soils, tribal and backward arcas etc. The special projects are initiated with an objective to help the
farmers to grow a good crop with technological interventions and subsequently adopt the new
technololgy. The projects arc operational on the following theme: 1] Dry Land Fanning/Area Devel-
opment. 2] Land Reclamation: 3] Tribal Area Development: 4] Lab-to-Land Programme: 5] High-Tech
Projects: and 6| Integrated Plant Nutrient System.

High-Tech Projects: Five such special projects. one in each IFFCO Zone were launched during 1995-
96 for a period of three vears. These projects. also referred as zonal projects are as under: North Zone
-Bio-Pesticides; East Zonc -Bio-Fertiliser; West Zone -Micro-Irrigation System: South Zone -Agricul-
tural Implements; North-Central Zone -Plastics in Agriculture.

Project on Promotion of Bio-Pesticides: Though the per hectare use of chemical pesticides in India s
much less as compared to many developed countries. vet the problem caused by their unregulated
use is quite severe, particularly in some commecrcial crops. Indiscriminate use of chemical pesticides
may also lcad to environmental problem and food poisoning. therefore. the emphasis is being shifted
to the concept of Integrated Pest Management [[PM]. IPM envisages a judicious mix of all techniques
- cultural. mechanical. biological and chemical for kecping the pest population below economic injury
level [EIL]. Training programmes for the project stalf and farmers on IPM technology in general and
bio-pesticides technology in particular have been organiscd to understand and adopt the technology.

Project on Bio-Fertilisers: The project is being implemented in district Midnapur, Murshidabad,
Birbhum. Burdwan and Hoogly of West Bengal. Various bio-fertilisers like Rhizobtum, Azotobactor.
and PSB were applicd to specified crops in large areas.

Project on Micro-frrigation Svstem: A project on increasing water usc cfticiency [WUE] through
Micro-Irrigation System [MIS] was initiated since 1995-96 for a period of 3 years. The project has been
launched in collaboration with the State Department of Agriculture: Cooperative Sugar Factory.
Thane; and the Collcge of Agriculture. Pune. The operational area of the project is limited to Haveli
block in district Punc in the State of Maharashtra. The primary objective of the project is to propagate
the concept of micro-irrigation system to increase WUE and thereby increasing irrigation/cropping
intensity and productivity of sugarcanc. horticultural and vegetable crops.

Project on Using Plastics in Agriculture: Plasticulture has shown potential in enhancing over all
agricultural cfficiency. particularly watcr-use efficicncy thereby increasing productivity, minimising
post-harvest losses and better utilisation of resources. Use of plastics in irrigation and watcr manage-
ment has proved successful in increasing water-use cfficiency to a great extent. The project on use of
plastics in agriculture has been undertaken in UP and Bihar. '

Project on Integrated Plant Nutrition System [IPNS]: The IFFCO has initiated ON-FARM studies on
IPNS with the following objectives: a} to integrate various sources of plant nutrients: b] to promote
nutrient application based on soil test; and c] to incorporate pulses, oilseeds, green manure, veg-
etable crop as a 2nd and or 3rd crop in the cropping sequence to maintain soil fertility and generate
additional income to the farmer.

23



Research and Development Prqgrammes

IFFCO Professorial Chairs; The agricultural universitics and research institution has played a com-
mendable role in developing location specific crop production technology and its dissemination at
the farmers level. IFFCO instituted 14 Professorial Chairs in various universitics and one at Vaikunth
Mehta National Institute of Cooperative Management. [ VAMNICOM]|. Pune. for collaborative work
and also to seek their guidance in the ficld programmes on various aspects of crop production. These
Chairs are instituted in the disciplines of Agronomy. Soil Science, Extension, Coopcration, Agro-
Economics and Fertiliser Technology. Thesc Chairs are facilitated by resource persons drawn from
national institutes to review and formulate action plans.

Soil-Test-Based Trials on Farmers’ Fields: Soil testing is one of the important tools to know the
nutrient requirement for a crop/crop sequence. This helps to economise on cost of fertiliser and also
in increasing fertiliscr usc efficiency. Keeping in view the importance of soil test, IFFCO has pressed
into service two mobile soil testing vans for soil analysis on farmers’ fields. The IFFCO has also set up
two static soil testing laboratories at CORDET. Kalol and Phulpur cach having an analysing capacity
of 25,000 soil samples annually. IFFCO’s field staff, through soil test campaigns, sends soil samples to
these laboratories for analysis. Soll testing facilities available at state government laboratories and
agricultural universitics arc also used for analysis.

[FFCO is better known for its promotional and educational programmes. A variety of need-based
programmes havc been introduced from time to time to make IFFCO a household name in the rural
arcas. With the intensivelv ramified network of cooperative outlets it has become essential to put
IFFCO promotional and educational programmes uniformly all over in the marketing territory. In
addition to farmers” education and fertiliser promotion activities a number of other programmes have
been undertaken by IFFCO for the betterment of quality of life of rural community and building
cooperative culturc. [FFCO presently would like to continue these programmes. However. the empha-
sis in the future progranume will be focused on balanced fertilisation. fertiliscr usc cfficiency, promo-
tion of bio-fertiliser, IPNS, natural resource management and environment-friendly sustainable agri-
culture. The programmes will have linkages with the promotion of sales of IFFCO fertilisers particu-
larly in areas with fow fertiliser consumption which need further efforts of market development.

As a future strategy of extension cducation, IFFCO wishes to develop some of the cooperative
societies as Agro-Info Centres using internet communication technology. Geographical Information
Svstem [GIS] using satclite pictures on natural resource of the arca including information on crop
vigour etc. shall be available on IFFCONET to enable extension workers to advise farmers on optimisation
of natural resources and taking care of crop and soil health on ongoing basis. The system will also
have information on improved technology and input availability.

Governance in Agricultural Cooperatives in Asia

Governance is a broad term and cannot be defined in an exact frame and parameters. The parameters
for governarice will differ from organisation to organisation and institution to institution depending
upon their nceds and the character of the organisation. The “governance™ for any government in a
country will depend upon the nature of the legislation. the form of the governiment and the state of the
people governed by it. Similarly, for a private organisation. the “governance™ will depend upon the
tvpe of the business. imasses catered, interest of the stakcholders and the fulfilment of the objects for
which it has been cstablished. Likewise, the “governance™ for cooperative bodies will largely depend
upon the form of the cooperatives, purpose for which it has been formed. the cxisting law for the
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cooperatives and the busincess carried out and the objects. and the people involved with the
organisation. The broad basic factors. which influcnce the “governance™ in a cooperative organisation.
arc discussed in this paper.

The ICA Ceantenmial Congress held in 1995, adopted the definition of a cooperative as: A cooperative
is an autonomons association of persons ynited voluntarily 1o meet their common economic, social,
and cultural needs and aspirations through a jointh-ovned and democratically-controlled enter-
prise.”

The autonomy of any ecconomic enterprise will mainly depend on the level of its being sclf-reliant and
financially viable. Since it is inherent in the functioning of cooperatives to follow the values of sclf-
help. sclf-responsibility. democracy. cquality. equity and solidarity, the principles of governance in
cooperatives will. therefore. chiefly revolve around it’s autonomy and taking the enterprisc to self-
reliance by cnthusing the members for their increased active participation in managing the affairs of
the society for achicving the identified comumon objects through healthy professional management
practices.

The Governance: In cooperatives, the “governance” implics democratic control through member
participation and transparency in management systems to which the trust and mutuality arc the
foundations. In setting-up the good governance for effective functioning, some fundamental guiding
objects like shared goals, relations built on trust. operational interdependence. relative equality in size
and continued active dialogue with the members are of primc importance. Broadly. for cooperatives.
the governance can be termed as a meaningful harmonious rhythmic relationship between the coop-
crative organisation and its members and constituents for achicving the common objectives through
inter-dependence. obscrving cooperative values to the extent possible. However. no hard and fast
rulc. guidelines. or for that matter, a definition of governance could be given.

Therefore. the system of governance in cooperatives is relatively a complex system compared (o
private cnterpriscs. becausc ensuring retention of control by members. (o a great extent. depends on
the awarencss. understanding and knowledge of the clected representative about the cooperative
philosophy. responsibility and their own role in the management, In order 1o insulate itself from the
outside interference such as political and government. the prevailing Iegislation made for the coopera-
tives will also play a great role. Thercfore, the good governance in a cooperative society will fargely
depend upon the following factors: Awareness to Elected Representatives: Cooperative Law: Role of
Government: Federal Structure: Professional Management: Value-based Management: and Social
Audit.

Cooperatives will always continue to be relevant to any country and its cconomy. In a developing
country like India coopcratives are the only form of organisations which would return profits to the
producers. "In the context of a fast dwindling of state role and increasing role of the market. coopera-
tives are the best form of cnterprise for civil society to excert its influence and extract the optimum out
of a quickly changing soctal and economic order.”

Awareness (o Elected Representatives: Essential expected role of the elected lcadership in setting up
a good governance, thercfore. would be to take care of the members™ needs, transparency and right of
information to members. develop consensus in decision-making [democratic decision where the dis-
sent is not to be overlooked] and above all. to ward off the interference by the non-stakeholders like
government and politicians. In order that the cooperatives remain member-driven. the autonomy of
the Board is important.



Cooperative Law: There is an urgent need to amend the existing cooperative law in such a fashion
that the initiative rests with the members and the members” interest is protected and promoted. The
government initiatives have reached to such a level that a general impression of cooperatives is that
they are “created by statute. they are controlled by statute and so, there can be no objection to
statutory interference with their composition on the ground of contravening of the individual right of
freedom of association”. In present cooperative forms since the interest of the members has taken a
back scat and the cooperatives. by and large. have become government-directed and government-
controlled bodies. in such a scenario. the governance in cooperatives beconies meaningless.

Cooperative systemn is most cffective and most appropriate in democratic set up to bring socio-
ccononic changes even in liberalised approach. Excessive political and burcaucratic interference [and
obstinacy] is the key problems for the Cooperative Movement today. Root of most problems that
confront cooperatives directly rclate to the legal and regulatory environment. over regulation and
virtually unlimited powers of the burcaucracy over cooperative enterprises. unaccompanied by ac-
countability. has politicians and burcaucrats easy entry into cooperatives. allowing them to interfere
in the dayv-to-day affairs for purposes both benign and malign.

The greatest challenge is to free the cooperatives from burcaucratic control and political opportunism.
Cooperatives suffer often on account of excessive stale government interference leading to slow pace
of changes in cooperatives including achicvement of adequate governance compared to other rural
financial institutions. There 1s a need to give a boost to cooperative spirit to achieve a transparcnt
cooperative policy. This would enhance the opportunity for cooperatives to function as “business
enterprisc” with social mission.

Professional AManagement: Whereas 1t is the collective responsibility of the Board of Directors to
further and protect the interests of the members and carry out the business of the cooperative socicty
according to expressed needs by the members, the role of “professionals™ in setting up good gover-
nance cannot be ignored. Taking advantage of the lack of awarencss about cooperatives and the
business. often the expert professionals dominate the cooperative governance and often indulge in
such activities. which arc neither the social nor the cultural needs of the members. It is. therefore,
imperative that the professionals who are associated actively in the jobs of the cooperatives should
be necessarily inducted into understanding cooperative philosophy. cooperative way of functioning
and, above all. respecting the democratically expressed needs of the members.

Talue-based Aanagement: The ~Value-based Professional Management” which has been introduced
by the Leicester University. is currently being intensely debated. The coneept of value-based man-
agement emanates out of the thinking that there should be only one unified board in a cooperative
socicty to build a collective competency by bringing in profcssional managers as a united tcam on the
Board to achicve the objects of the cooperative sociely. The team of professional managers on the
board. such as functional dircctors. allows them to comprehend the thinking of the clected leaders in
its totality and thus arc able to serve their members without compromising their professional manage-
ment capabilitics. The concept of the value-based management is adjudged to be better to any other
corporate competitor because cooperatives are owned by members who are also the users of the
services generated by it and not merely customers alone. The underlying current of this concept is
that the professional managers must lead first and management of implementation afterwards. This
concept will have ample scope to allow policy formation to be driven by both member-lead philosophy
and business results.
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Governance in the Management of Cooperatives

Governance is not government as such. Governance is onc of the characteristic of any institution that
is concerned with governance. or management of governance. Governance is the reflection of the
quality of management. Each nation’s path to good governance is different. depending on culture,
geography, political and administrative traditions. economic conditions. and many others.

Governance is a simple concept at heart: good governance is good government. The concept relates
to the quality of the relationship between government and the citizens {cooperative and its members)
for whom it exists to “serve” and “protect”. To put it more precisely and simply, governance means the
way those with power use that power. The concepl. thercfore. has political and cconomic dimensions.
Issues of political governance include the mechanism by which the public’s political prefcrences are
ascertained and leaders chosen. These arc the fundamental governance concerns,

Four Pillars of Governance: The instrumental nature of governance impiics that the four governance
pillars are universally applicable regardless of the cconontic orientation. strategic priorities. or policy
choice of the government in question. As mentioned in the 1998 Annual Report of the Asian Devel-
opment Bank these four pillars are: Accountability: Transparency: Predictability: and Participation.

Accountability is the capacity to call officials to account for their actions: Transparency cntails low-
cost access to relevant information: Predicrability results primarily from laws and regulations that are
clear, known in advance and uniformly and cffectively enforced; Participation is nceded to obtain
reliable information and to serve as a reality check and watchdog for government action. Governance
intervention should cncourage the formation of social capital 1.¢.. the stock of trust and information
exchange at the basc of civil society.

Governance and the Principles of Cooperation. Governance emanates from the guiding principles
[which have been established by the International Cooperative Alliance in the form of Principles of
Cooperation and which are universally-accepted for the last 105 vears] and the legal framework fwhich
has been provided by the State thirough the cooperative legislation and Cooperative policies]. We are
always and already conscious of the rights and duties of members of cooperatives and member-
cooperatives. We should also take note of the rights and dutics of the State vis-a-vis the Cooperative
Movement.

Creating parallel and the so-called "autonomous cooperative laws™ arc no solution ~ cooperatives
having government financial stake are governed by onc law and the cooperatives where there arc no
government stakes are governed by another law. These arc mere academic exercises in futility and
only for the elite.

In having a more member-driven cooperative law. the national federations have to play an important
role. The role of the national apex unions and federations which arc supposed to represent the
Movement as its spokesman at various national and international fora becomes nore pronounced.
These institutions. through their ethical governance. sct an example of a “"Role Model” for others to
follow and thwart the anxious designs of the government to make inroads into the management of
their affairs directly or indirectly ~ to satisfy the wishes of politicians and the burcaucrats. The
situation gets worse when the national leadership. in order to satisfy their self- interests ¢.g., over-
shooting the mandate of term of their office etc.. succumb to external directives and hidden high
ambitions. Consequently. the leadership is tempted to temper with the sanctity and ethical values of
the charter and manipulate the well-established norms. precedents and practices. The governance
thus is eclipsed with methods which run contrary to the spirit of the Principles and Values of Coopera-
tion.
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Good governance cmerges through honest application of prevailing laws and respecting the spirit
behind these prevailing laws. Circumventing the cooperative laws for sclf-interest does not qualify to
be called as good governance in cooperatives. People look for a “role model ™. people look for good
governance, people generally respect and abide by the “rule of law™ in which they lay their faith and
trust.

Indicators of Good Governance: The Principle of dccountability and Answerability: 1t has often
been found that the honorary office-bearers of cooperatives tend to prove to be more expensive to the
organisation than the paid board members — they often make use of the facilities of the organisation
without any compensation being paid to the organisation — perhaps as a matter of right! Honorary
Chairman/Presidents tend to become full-time working officials thercby disregarding and eroding the
status and authority of the chief exccutive officer and other managers. While taking critical decisions
|especially the economic decisions] chief executives arc hardly consulted by the committee members
— they tend to distribute the benefits {rather. kick-backs] among themselves! In order to have a proper
control on the management of assets and resources of cooperatives and to attract right type of
objective leaders it is much better that the posts of chairmen and other board members arc compen-
sated through monthly/yearly wages and their retirement ages fixed. Such leaders will then know how
much they can get from their cooperatives rather than their enjoying the perks and resources on an
opcn-cnded scale.

Cooperatives and the International Platform: Cooperative institutions are people’s organisations
which are formed by the members [voluntarily]. owned by them [by purchasing shares and on pay-
ment of prescribed admission fee and by agreeing to abide by the bylaws, rules and policies of the
cooperative]. and run by them [democratically and in accordance with the universally-accepted Prin-
ciples of Cooperation and through the management organs — elected or emploved]. to satisfy their
social and economic needs [through active participation and mutual help].

There was an urgent need for guidance to many governments on policy regarding cooperatives and
the Cooperative Movement in view of the importance of the Movement and to imbibe the elements of
good governance within the cooperative institutions. The International Cooperative Movement itself
had comprehensively reviewed its values and principles and the nature of its proper relationship with
other sections of the society, including government. and adopted a new Statement on the Cooperative
Identity [ISCI] at the Centennial Conigress of the ICA held in Manchester in 1993,

Governance. and for that matter, good governance, is not the game of singles. In this case. the
governments and the Cooperative Movement have (o join forces to bring about positive changes in
favour of the ultimate basic members. Cooperatives have enormous strength to work as pressure
groups.

Grood Governance Calls for Harmony, Not Conflict: Cooperatives are not and nced not to be com-
pletely under the shadow of the govermment. They are recognised by the State and hence a legal
identity has been accorded to them through the instruments and functionaries of the government.
Both of them are concerned with the well-being of the people. They are not the rivals to cach other.
They are the equal partners in the process of social and ccononic development. The point of conflict
arises when the people’s organisations are controlled. manipulated and managed by the government
leaving the owners high and dry, and, when their rights and initiatives are cncroached upon. There is
a need for instituting the feclings of harmony rather than perpetuating conflicts.

Such conflicts can easily be avoided if there were codes of cthics agrced upon by the various sectors
of the Cooperative Movement. A code of conduct/ethics is an effective mecans of reducing arcas of
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friction. misunderstanding. toning down the hard feclings and promoting a healthy climare to give the
leaders and others a chance to institute a good governance through the instrument of harmony.

It is worthwhile quoting a few recommendations that werc made by the Corporate Governance Work-
ing Group of the Cooperative Union Ltd. [UK]in April 1994:

“The President/Chairman should stand back sufficiently from the day-to-day running of the
business to ensure that the Board is in full control of the socicty’s affairs and alert to its
obligations to its members:

“The positions of Chief Executive and Secretary should not be occupied by the same person.
except. possibly in the casc of the smallest societies:

~All directors should have access to the Secretary and the removal of a person from this
office should be a matter for the whole Board:

“Each cooperative socicty should develop and introducc its own Code of Business Ethics.”

A number of Cooperative Movements in developed countries have strongly stressed on the follow-
ing points for the cooperatives and cooperative leaders to follow:

- Better transparency and accountability is established by holding statutory meetings regu-
larly, in time. in a demiocratic fashion and relevant documents e.g.. agenda notes, audit
reports and working reports being supplicd to the members sufficiently in advance;

- Honorary office-bearers tend to prove to be more expensive to the institution. They should
be paid and they should be assigned specific tasks to ensure their genuine participation in
the affairs of the cooperative on the principle of accountability:

- The cntire Board is collectively responsible for the business performance of the coopera-
tives {including losses|: )

- Board members and the chief executive should have their job descriptions written down for
a better participation. decision-making and follow-up:

- There should be a constant flow of information through consultations and documentation
between the Board and the chief executive of the organisation, and all decisions taken in
the Board should be in the knowledge of the chief executive to ensure a proper implemen-
tation: etc. ctc.

The “Role Model " 1t is for the national unions and federations to get together in the name of their
constituents and the Cooperative Movement. as a whole. and unitedly prevail upon the government
1o review and revise the existing cooperative Iegislation and related policies to make them more
member-friendly and cooperative-friendly. It is equally esscntial for the federations and top leaders to
present “"role models™ for their constituents to follow. Only then good governance has better chances
to prevail and develop further to strengthen the clements of a civil socicty.

Management of Cooperative Legislation

and Legal Framework in Asia-Pacific Region

It has been found that in the Asia-Pacific Region even today a vast majority of co-operative leader-
ship continues to look towards government for guidance and financial support more than towards

their members. Such an attitude has made the governments more conscious of their right not only to
govern the cooperative institutions [using the cooperative law and government financial inputs as
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pretexts] but also control their destinies. If this attitude is not changed, both by the Governments and
cooperative leaders. cooperatives will not be able to stand long. In the present scenario of Open
Market system and stiff competition from multinationals and other private enterpriscs, cooperatives
will have to compete and justify their existence by showing efficiency, better services and compe-
tence. This will also need extensive, major and urgent changes in the existing cooperative legislative
structure. With their hands and feet tied under the existing laws and with a variety of over-riding
powers of the government, in many cases, cooperatives will not be able to compete and stand with the
market forces. Therefore. there is a need to examine the various existing cooperative laws in the
countries in today’s context and changes brought so that the cooperatives are able to stand and play
an effective role to serve their members and needs of the society at large in matters such as environ-
ment protection. food security. gender integration etc.

Early Cooperatives Laws: The first attempt for the systematic self-regulation of the cooperatives
could be found in the model rules or by-laws adopted by the third Cooperative Congress of UK in
1832. These model rules were further expanded and recast in the “Laws and Objects of the Rochdale
Saciety of Equitable Pioneers” in 1844 which ensured discipline, commitment, honesty and transpar-
ency in the working by the members and office-bearers and proved the basis of success of the
cooperatives in UK and Europe, and, in course of time, became the basis of the Cooperative Principles.
The first separate law for cooperatives in Europe was in UK in 1952 called “The Provident and
Industrial Societics Act™ and, in Austria, Law on Cooperative Credit Societies’ in the same year. The
UK Law was enacted dué 1o various constraints in the Friendly Societies Act under which coopera-
tives were registered in the UK before this Act. The cooperatives, their leaders and Christian socials
were actively involved in the framing of this law. The next country to have cooperative law was
Germany.

The cooperative laws in colonial Asian countries were drafted by the foreign bureaucrats and coop-
eratives or cooperators werc not involved as in the casc of UK, Germany, and other European coun-
tries. Thus in the framing of cooperative laws the main consideration had been, “what is good consid-
ered by the state and not by the members or the people™. The cooperatives were made to look towards
the Department and not to their members for guidance and working. The post of Registrar was
borrowed from the United Kingdom.

The situation changed considerably in the second half of the present century when most countries
got freedom and national governments took over. Practically in all countries cooperatives were con-
sidered as an instrument of bringing socio-economic development and particularly agricultural pro-
duction and rural development. Governments provided liberal financial assistance and support to the
cooperatives. In the process while quantitatively cooperative grew manifold it suflered in quality. In
many countries cooperatives lost their basic character and became more of state agencies. In many
countries cooperative laws were modified to vest more and more arbitrary powers into the cooperative
department. The situation further worscned by using these powers for the benefit of politician and
bureaucrats. As a reaction to this, the Royal Commission on the Cooperative Movement of Ceylon
has this to say: "It ix notorious and scandalous that cooperative societies and the Cooperative
Movement generally in Cevion have been outrageously niisused by certain politicians to serve their
own ends. In some places their machinations have gone far to undermine two levels of organisa-
tion...... In many societies the politicians are in almost absolute control of the Movement with the
result that non-political initiative and leadership have been pushed into the background and
silenced. In such a situation neither cooperators nor government can play their respective roles
properly and the whole system suffers.”
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Developments in UK and FEurope: The Asian Cooperative Movement was greatly influenced by
cooperative development in Europe. While there were considerable similarities in socio-economic
situations between Asia and Europe during the 18th and 19th century; to a certain extent agricultural
and rural cconomy in many parts of Asia was better than many countries of Europe. The Cooperative
Movement in Europe was an attempt to fight poverty and exploitation, by the working classes,
artisans etc. supported by many social thinkers and reformers particularly due to the deteriorating
socio-economic conditions of workers as a result of industrial revolution. These cooperatives were
registercd under the normal laws of the country. or even where specific laws were enacted, they were
to provide them legal status and facilitatc their working and allowed full freedom to frame their own
rules of governance. Thus the Law has never interfered in the sclf-regulation of cooperatives.

Model Cooperative Rules in 1832: These model rules were greatly influenced by Robert Owen’s
vision of "Community on Land™ when Rule 1 states “Let it be universally understood that the grand
ultimate object of all cooperative societics whether engaged in trading, manufacturing or agricultural
pursuits is community on land ™.

Rochdale Rules 1844: These model rules were based more on idcals than practical experience. These
rules were modified and expanded based on the experience of the past and analysis of causes of the
failures of co-operatives. in the laws and objects of the Rochdale Society of Equitable Pioneers in
1844.

Cooperative Laws in :Isia: Japan was the first country in Asia to have a cooperative law in 1900
[Sagyo Kumiai Law] based on German cooperative law.

The Challenges: The present cooperative laws in Asia are the products of the period when coopera-
tives were extensively supported by the government and used for their planned development pro-
grams. Since the introduction of market cconomy and globalisation of trade, state support to coopera-
tives is constantly declining. However, no perceptible change is taking place in the cooperative laws
and government-cooperative relationship. The government continues to exercise their control on the
working of cooperatives including interference in the day-to-day affairs in many countries.

The cooperative leadership also continues to look towards government for guidance and financial
support more than towards their members. If this attitude is not changed, both by the governments
and cooperative leaders. cooperatives will not be able to stand long. Cooperatives will have to
compete and justify their existence by showing efficiency, better services and competence. This will
also need extensive. major and urgent changes in the existing cooperative legislative structure. With
their hands and feet tied under the existing laws. in many cases, cooperatives will not be able to
compete and stand with the market forces. Therefore. there is a need to examine the various existing
cooperative laws in the countries in today’s context and changes brought so that the cooperatives are
able to stand and play an cffective role to serve their members and needs of the society at large in
matters such as enviroinent protection. food sccurity. gender integration etc.

Management of Women Cooperatives
and Women-in-Cooperative Development

The 21st century has two grand visions for women. the economic vision and the social vision. Within
this overall vision. cogperatives share a responsibility to develop a rising gender vision for the
women of India. Men can contribute to this vision by improving their attitude and behaviour towards
wonen so those wommen can perform a leadership role. The awareness of a vision itsclf has an uplifting
impact on onc’s growth and performance. Success depends on the woman’s own introspection and
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awareness of her core competencies in her conceptual knowledge of cooperatives. behavioural skills
in communication, motivation. team spirit and leadership and her skill in applving knowledge, doing
things and achieving rcsults. Formation of policies. which arc gender sensitive. is the need of the
hour. What is needed is world-wide awarencss on equal rights for women in property and removal of
gender bias in family laws. Rural women are actively involved in the process of food production.
processing and marketing. They oflen lack the legatl status which prohibits them to have access (o
credit. education and technology. Cooperative institutions can help accelerale the process of devel-
opment and participation of women in their organisational and business activitics.

The Focus: Though women are still far from enjoving rights and opportunities granted to them under
the Constitution of India. fortunately today the focus has changed from men to women and their
issucs have come on the national agenda. It has forced the society to redefine the role and status of
women in relation to the growth and development of mankind and to ensure that she gets equal
opportunities with duc weightage to her domestic responsibilities. The economic empowerment of
women aims at bringing the women in the mainstream of national development.

Women Cooperatives in India: The Women's Cooperative Movement in India began in the carly
Seventies. The areas of activitics may be classified into two broad categories: i} Production or work-
ers’ cooperatives: and ii] Service cooperatives. The women production cooperatives include dairy,
fishery. industrial. and handloom socicties. In this catcgory the women members work together in
groups - as part or whole-time basis - and earn income. These socicties are sclf-managed with direct
participation, mutual help and self-reliance. Service societies include women's consunicr coopera-
tives. thrift and credit cooperatives and urban cooperative banks. The size of membership in these
societies is large as compared to the production socicties.

Dairy Cooperatives and Women Ismpowerment: The cooperative dairy industry is the largest in Asia.
Though there are around 20% women members of dairy cooperatives. more than 95% women are
engaged in dairy production. The NDDB evolved Leadership Development Programmes for women
so that they participate in the Annual General Body Mecting and become managing comimittec mem-
bers. This helps in increasing their assets and they develop saving habit. Women always spend
money on family health, education of the children and on consumer goods enhancing the economic
status of the family.

Some of the constraints faced by women are;

Legisiative: The Cooperative Societies™ Acts arc apparently gender-neutral but they are
implicitly gender-blind. There are no women-specific provisions in the statutes, which can
be clearly stated to be framed for the benefit of women: Social: The main reasons for socto-
economic inequalities can be attributed to the structural obstacles arising from the funda-
mental conflict between the feudal culture and the cooperative culture. While the feudal
culture is based on hierarchy and unequal relations among people, the very basis of the
cooperative culture is equality amongst the members. The four key institutions i.e. the family,
community, market and State, not only govern human existence but form the very basis of
social construction for both men and women within them; Financial and Professional:
Financial and professional assistance to women'’s cooperatives is also negligible, 4dminis-
trative: There is no national cooperative policy on women involvement defining the role of
cooperative institutions in the socio-econonic development of women especially the women
belonging to the weaker sections. There are no specific programmes either relating to coop-
erative credit, marketing or training assistance for bringing self-employed women or women
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inunorganised scctor into the Cooperative Movement: Fducational: The facilitics of coop-
crative education are limited. In view of women's traditional rolc and lower ratc of literacy.
education prior to registration of a society and continuous programances after the registration
arc necessary.

Cooperatjve Lducation and Training for Women: Women cooperatives cannot function properly in
the absence of facilitics for cooperative education and training duc to low litcracy in rural arcas.
Besides there are other factors viz.. lack of awareness. social taboos, purdah system. ctc.

Gender [ssues in Cooperatives: Gender integration in the overall process of development is vet
another strategy for women development. Like other global Cooperative Movements, mixed member-
ship is also prevalent in the Indian Cooperative Movement. In the absence of any macro level official
data relating to women membership in mixed gender cooperatives, the actual participation could not
be ascertained. Areas of concern for gender integration in cooperatives are: i} Recognising the rolc of
women for development of cooperatives: 1] Efforts should be made to increase women membership so
as to enhance women participation in cooperative development: 111] Identification of practical and
strategic needs of women and organisation of womcn cooperatives on the basis of the need identifi-
cation: iv] Creation of on-going mechanism within the cooperatives to facifitate implementation of the
programmes for women devclopment: v| Scasitisation of members. elected management and the
cmploveces of the cooperatives about the significance of gender integration through gender awarc-
ness programmes: vi} To crcatc a svstem in cooperatives cnabling women to have cqual access to
financial. credit. educational resources; vii| Creation of necessary legislative framework which would
ensure women s involvement and participation in coopcratives: and viii| Establishment of linkages
with sister cooperative organisations. government. development agencies and NGOs to materialise
the objectives of the gender integration.

Develapment of Homen Leadership in Cooperatives: In the cooperative sector. women need to be
empowered in membership. ciployiment management. administration and decision-making because
womcn are the prime consumers and the prime producers of the cooperative services. And this is the
main reason why women members refrain from secking clections to the board of cooperatives. Some
of the other reasons are: lack of time: fcar of proving incompetent: lack of money incentives as
leaders” duties are mainly honorary: family matters.

The Change. Cooperative organisation must adjust to change and that 1s where leadership and
participation come in. Changing processcs require openncss. transparency and willing participation if
they are to produce apy impact. Critical scales can be achicved only if most of the workforce is
involved and feels responsible for creating and implementing the change.

“Research carrvied out in 1997 discovered that 27% of all edible foodstuffs available in the United
States end up being thrown awav. Utitising a mere 3% of this amount would make it possible to feed
four million people and save S30 nillion in disposal costs. Japan fuces the same situation.”
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Chapter-02

Agriculture
Towards Economic Renaissance

U.S. Awasthi

Sustainable agriculture is the prime need of India. The Indian farmers are mostly practicing subsisi-
ence farming leaving very little as marketable surplus. Agricultiure is gradually becoming capital-
intensive and science-hased. New innovations like precision agriculture, transgenic cultivars,

micro-irrigation svstem, selective agro-chemicals, green house farming, tissue culture and many
other techniques have made agriculture a very complex and sophisticated profession. Some of the
technologies are adopted in Indian situation and have shosen promising results. The productivity of
agriculture in India is still very low.

Pertilisers as source of plant nutrients have direct hearing on crop growth and productivity.
Foodgrain production and fertiliser consumption has increased manifold in the past 50 vears. The
plant nutrients need will continue to grow to meet the foodgrain requirement of the growing
population. India has hecome almost self-sufficient in the production of nitrogenous fertilisers.
Fertiliser use in India has increased from 66,000 tons of major plant nutrients in 1951-52 10 16.67
million tons in 1998-99. [Future performance and groveth of the fertiliser industry at the national
level will depend on a conducive trade policy, designed to protect the interests of both fertiliser
producers and the farmers.

In the future, the emphasis should be on “growth with management ~ rather than “growth ™ per se.
This new strategvwill involve challenges in several areas: fertiliser use efficiency, energy consuimp-
tion efficiency, policv and organisational reforms, environmental protection, and human and insti-
tutional capacity building. Afy US bvasthi is the Managing Director of the Indian Farmers' FFerti-
liser Cooperative Limited.

Introduction to Indian Agriculture

Latc Eighteenth Century Malthusian theorv that growth of the world’s population would outstrip its
food supplies is vet to be proven. Increased efficiencics in agricultural productivity in plant and
animal breeding. in mechanisation. and other management techniques have been important factors in
maintaining the balance between food supply and demand. However. adequate supplics of csscntial
crop nutrients arc. and will continue to be. the critical link between production of food to meet today s
necds and long-tcrm agricultural sustainability.

According to UN cstimates as many as 80 million pcople arc being added to our planct every vear.
while resources necded 1o fecd them - land and water - arc diminishing. At the moment. the world
produces cnough food for its peoplc but often it is not available to thosc most in need. lcaving some
800 million pcople hungny. To produce cnough food to feed everyone in the year 2020, we must nearly
double the world’s food supply. As the population on our planct reaches 6 billion by 2000, the
population of India will reach 1 billion. India’s population was 846 million in 1991 ncarly twiccas large
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as 20 years carficr, and three times the size of the population at the time of independence. The
population growth rate has slowed down. from 2.1% per annum in the 1980°s 10 1.9% inthe 19907s. It
is expected that the population growth rate will further decline 1n the next century, yet the population
of India will grow from 1 billion in 2000 to 1.3 billion by 2020). The scientific agricultural innovations of
the Green Revolution saved the day. With new varicties of sceds and fertiliser usage. India was able
to feed its pcople. Today. as population continues to grow. thrce out of every five infants are born
underweight and malnourished. and a third of the nation’s people live below the poverty line. As the
country struggles to feed its people. vital resources and infrastructure such as water for irrigation ctc.
are dwindling. Thercfore. sustainable agriculturc is the prime nced of Tudia.

India is basically anagrarian socicty where almost two-third population is dependent on agriculture.
However. the focus of attention on agriculture in the past 50 ycars has remained limited to national
food security. As a consequence. the country has incrcased the foodgrain production almost fourfold
since Independence [in 1947} and has become sclf- sufficient in foodgrain production today. Food
sccurity in India has been closcly linked to the availabuity of foodgrain. The challenge of food
security is not vet over as the population of the country is also growing fast and to cope up, the
foodgrain production must touch 300 million tons by the year 2020, Thercfore. the focus of agriculture
will still remain on total food sccurity which is dependent on cercal production and then for valuc-
addition through commercialisation in agriculture.

India needs a new strategy to complement the cconamic reforms. A strategy designed to take full
advantage of the country’s agro-climatic advantages, huge tracts of cultivable land. and a large
internal market to stimulate a rapid development of the rural cconomy. What is needed now is a
national agriculture prosperity movement to realise the goal of Indian cconomic accomplishment. If
pursucd with confidence and determination, India can achicve widespread prosperity within a dec-
ade. The international community has noted with some amazement. India’s impressive gains over the
last 5 vears in recovering from the severc economic problems brought on by high rates of inflation.
high budget deficits and fatfing foreign cxchange reserves.

India has enormous unexploited natural resources and untapped human potential. The country is also
blessed with varicd agro-climatic conditions with vast diversity of products. Contrary to the potential
available, agriculture remaincd a way of lifc for our rural population. The Indian farmers arc mostly
practicing subsistencc farming i.e.. producing for their own family consumption only and lcaving very
little as marketable surplus. No doubt. the agriculture sector in India has demonstrated an admirablc
performance over the past four decades. but sull there is abundant scope to harvest and stand in
premicer position in global market. After signing the GATT in December 1993, agriculture sector is
destined to make a substantial contribution 1o nation’s export cfforts. This calls for a change in
outlook and approach towards agriculture from subsistence farming to commercial farming. Govern-
ment of India is also considering granting status of Industry to agriculture sector. Boosting farm
exports is also a priority arca under the New Agriculture Policy. Considerabic emphasis is also placed
on food processing sector.

Now the cmphasis is not only on Green Revolution |cercals. pulses. oilsceds| but also on White
Revolution [milk & milk products{. Blue Revolution {fishcrics| and Bio-Revolution [bio-tech activitics
and projects]. Our scientists. planners and administrators arc also concerned about sustainable agri-
culture developient i.c.. the development of agriculture ensuring eco-friendly environment. Let us.
therefore. examine the opportunities and activitics that can be explained to achicve our overall growth
and development of agriculture sector with emphasis on agro-cxports, agro-processing with sustain-
able developments.
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Contribution to GDP

Agriculturc contributed more than 30% in the total Gross Domestic Production [GDP] at the time of
Independence. This has declined to 23% now indicating that there has been very poor emphasis
comparatively on commercialization of agriculture. Agriculture has remained as a way of life of the
rural population of India for mere subsistence. Two-thirds of the population produccs foodgrain for
themsclves and for the remaining one-third of non-farming community. In country like USA, only 2%
population depends on agriculture who produce for themselves as well as for the rest of 98% and for
cxports. This indicates an investment opportunity for enlarging the farm produce which can be
consumced without creating a situation for non-disposable surplus. When we consider the productiv-
ity in agriculture and non-agriculturc scctor. we find that productivity per person in agriculture has
declined and it is manifold less than that of industrial sector.

Disparities between Agriculture and Non-Agriculture Workers

Agriculturc alone contributed 49.3% of GDP in 1960-61 which declined to 28.8% in 1991-92 and further
10 25.2% 1 1997-98. The per worker income of Rs 529 inagriculture in 1960-61 increased to Rs. 19,406
mn 1997-98 whercas in non-agriculture scctor. the per worker income has increased from Rs. 1.239 in
1960-61 to Rs. 82 848 in 1997-98. Thus the ratio between the per worker income in non-agriculture vis-
a-vis agriculture has increased from about 2.03 in 1960-61 to 4.3 in 1997-98 which is a matter of scrious
social and political concern.

Nonviable Operational Holdings

Avcrage size ol operational holdings for all-India has decreased from 2.83 hectares in 1960-61 to 1.55
ha m 1990-91. The emphasis of Indian agriculture is on small and marginal farmer. as a result the
number of small and marginal holdings |less than 2 hectares] has increased. The number of marginal
holdings alone [less than 1 hectare| has incrcased from 39.0% during 1961-62 10 59 4% in 1991, where
as the sharc of farge holdings of above 20 hectares decreased from 4.54% to 1.55% in the same period.
Smiall and fragmented holdings also become a factor of poor investnient in agriculture. The capital
building in agriculture. because of this factor. has remained almost negligible. Even some asscts
created have remained underutilised. We must look for a minimum sizc of holding which will be viable
and any further fragmentation of holdings below this level should be discouraged. However, consid-
cring the social dintension of rural India and split of familics will contribute to further fragmentation of
the holdings. Therefore. the approach to be worked out 1s 1o provide necessary inputs, implements
and techniques to small farmers for a more productive farming leading to vertical expansion of agricul-
ture.

High-Tech Agriculture

Agricultare is gradually becoming capital-intensive and scicnce-based. New innovations like preci-
sion agriculture. transgenic cultivars, micro-irrigation svstem. sclective agro-chemicals, green house
farming. tissuc culturc and many other techniques have made agriculture a very sophisticated profes-
sion. These new technologics are in a position to fully explott the yicld potentials of various crops.
Somc of the technologies arc adopted in Indian situation and have shown promising results. An
example of drip irrigation alone in the state of Maharashtra and Karnataka is adequate to show the
potential of new technology in enhancing vields. commercializing agriculture and even withstanding
compctition in international market.



Sustainability must include increasing production to mect the expanding food. fibre and fucl needs of
a continually increasing population. while maintaining or enhancing the resource base. In order to
meet the increasing demand of food for our growing population as also to increase our agro-exports.
farmers and entreprencurs will have to adopt accordingly high-tech systent. This will require massive
agricultural extension services from the State. Zilla Parishad. Panchayat. NGO's. fertiliser producers
cte.

Sustainable Development in Agriculture

The Technical Advisory Cammittee of Consultative Group for International Agricultural Research
[CGIAR] defined sustainable agriculture as “the successful management of resources for agriculture
to satisfv the changing human nceds. while maintaining or cnhancing the quality of cnvironment and
conserving natural resources.”

Sustainability in agriculture is a “"Moving Target . No singlc method of farming in any region remains
sustainable without continucd intervention and change. Agriculture is based on dynamic biological.
physical and chemical svstcms and farmers live in a constantly changing cconomic, social and politi-
cal environment. The reality 1s that sustainable farming systems can differ from ficld to ficld and from
onie period of time to another. What is sustainable in one place. at one time. may not be sustainable for
ever. which s why continued investments must be made in agriculture rescarch and in updating
farmers” knowledge and skills. To remain sustainable. agriculture must continually be supported with
new knowledge. new prachices and new technology.

Sustainable farming svstems should be: 1] Economically viable: 2] Technically feasible: 3] Environ-
mentally sound: 4] Socially acceptablc: and 5} Politically supportable. Sustainable development de-
fined as development that mects the needs of the present without comprising the ability of futurc
generations to meet their own nceds. in the context of agriculturc. cqual strategics that augment
existing land and watcer resources through investment, technologics to increase the productivity of
these resources. and pricing policics as well as management practices that ecconomisc on the usc of
such inputs.

Public investment in irrigation declined in real terms throughout the eightics on account of the crosion
of investible resource. as the state governments could not recover, by way of user charges cven one
sixth of the cost of operation and maintenance of such works. These subsidies are leading to the over
exploitation of existing water resources. resulting in water logging and salinity on the onc hand. and
depletion of ground water on the other. Extensive and improper usc of pesticides on account of
subsidies and inadcquate extension services arc also causing degradation of environment. The high
subsidies on irrigation water and nitrogenous [ertilisers led to their intensive use and wastage and
thus decline in productivity of inputs used.

For putting agriculture on the path of sustainable development. effective statement are needed. in the
first placc. for increasing public and private investment in infrastructurc ¢ g, irrigation, rural electrifi-
cation. rural roads. warchousing and agro-processing.  Besides the usc of environment-friendly
biotcchnology’s as a predominant source of agricultural growth is a nccessity. Such a strategy alone
can reduce pressure on natural resources and can minimisc the pollution from the excessive use of
chemicals. There need to be a thorough restructuring of institutions for the management of infrastruc-
turce like irrigation. rural electricity. research and extension and rural credit. Bastcally. these reforms
need to be directed towards depoliticising and de-burcaucratising the management by involving the
farmers through cooperative societics so that a link can be established between the cfficiency of the



services delivered and charges to be collected for the services rendered.

Bio-Technology: Bio-technology is vet another arca in food security which offers major inputs for
healthier and nutritional food. Bio-technological intervention could provide more environmentally-
sustainable practices in agriculture. With the advent of gene transfer technology and its usc in the
crops, we hope to achicve high productivity. better quality including nutrition and storage properties:
ensuring adaptation of plants to specific environment conditions. increase plant tolerance to stress
conditions and pest and discase resistance. etc. The genctically modified foods will have to be
developed with adequatc regulatory processes including public understanding. One should try and
ensurc proper labelling of the genetically modified food. giving consumer the choice. It is scientifi-
cally well-established that environmentally benign way of ensuring food sccurity is through biocngi-
neering of crops. One can even now develop designer crops. With the application of genctic engincer-
ing more fertiliser responsive varictics are to be evolved. Similarly. use of bio-technology in terms of
identification. production and use of suitable strains of bio-fertilisers, bio-stimulants can supplement
nutrients availability as well as increase nutrient use efficiency.

Tissue Culture. Productive agriculture requires quality planting material. which has been experienced
as one of the hindering factors in commercial agriculture. Tissue culture technique, therefore. is a
mcthod for rapid vegetative propagation of large number of elite plants in the shortest time span. Itis
like zeroxing. i.e., production of any number of plants from a single plant. Such plants can be produced
round the vear independent of scason. The plants so produced are free from seed borne discases,
uniform in growth, stronger than mother plant, early maturing and better quality producer.

This technique has wide applications in agricultural crops. horticulture. floriculture. medicinal plants.
forestrv and plantation crops etc. However, it is mostly employved in the plants which are vegetatively
propagated and the traditional methods arc costly and time- consuming. Tissuc culture technique, in
fact, has opened a new cra of green revolution in horticulture crops. There arc about 23 tissue culture
units in India under private sector. most of them are 100% export-oriented units [EOUY, with a capacity
of 150 million plants per vcar. Since the gencral supply gap of the plants is so huge that the Depart-
ment of Bio-Technology of the Governmcnt of India [DBT-GOI] has established about 100 units
during the VIII Plan period. As the technology is cstablished and the activity is rclatively more
profitable, corporate bodies are now venturing into this on commercial scale.

Green House Technology: Growing of plants under environmentally controlled conditions is green
house technology. The green house technology which began in India in 1983 today encompasscs
about 100 ha. Corporate sectors have been evincing keen interest in this technology. Large industrial
houses like ITC. SPIC. Harrison Malayam. Indo-American Hybrids. Tata Oriental Flora Tech have
already started using green liouses for either hybrid sced production or export- oriented floriculture
and horticulture. Green housc crop production is the most intensive method of crop production in
agriculture. It is highly productive. conserves water and land and protects the environment. Produc-
tion of off season vegetables and flowers are possible through this technology. The technology.
thercfore. offers immense, potential in our country. The cost of construction of green houses are
cheaper in our country as compared to any European countrics. The Indian Agricultural Research
Institute [TARI] has developed low-cost green house structures supported with solar heating system
which is very successful even in extreme cold areas like Laddakh as also in water-deficit arcas of
Rajasthan. Gujarat and Maharashtra. The technology is. therefore. expected to be utilised on large-
scale for production of indoor flowers and vegetables, both for domestic consumption and exports.



Resource Base Opportunities for Crop Diversification

Availability of resources such as land. water. labour. and sunlight are critical for crop diversification
schemes. Fortunately. India is endowed with fertile soils and ccological diversity. It also enjoys strong
sunshine during most of the vear. [rrigation potential is substantial and labour is also abundant and
relatively cheap. Land. however. is 4 constraint on diversification. at least in the short run. It is scarce,
and practically no extra land is available for cropping. Thercfore. any new cropping programme would
have to be accommodated within the existing arca.

Genetic engineering and biotechnology have opened new vistas in the recent vears to increase the
production to the potential levels and achieve the foodgrains estimates of 370 million tons by 2020
AD. Incidentally. China with 150 million ha of agriculture land has been producing 400 million tons of
food whilc our present production of 203 million tons only comes from 146 million hectares agriculture
land.

Iield Crops: India has land arca of 329 million hectares of which the land avatlable for crop production
is 142.22 million hectarcs. Approximately 124 million hectares [87%) are being covered under food
crops. The Green Revolution has increased foodgrain production over the preceding years at an
average of 2.5% per annum which has made India sclf-sufficient in food with occasional ¢xports.
However, our average vield continues to be low as could be secn from the following Table-1:

Table-1 Comparative Average Yields of Various Crops

Craps India [kg/ha] Foreign country [kg/ha]
Food Crops
- Rice 2915 8567 — Egvpt
- Wheat 20654 8313 — Netherlands
- Jowar 88 6374 - ltaly
- Maize 1.594 10000 — New Zealand
- Barley 1481 6499 - France
- Cercals 2232 7497 — Belgium

Non-Food Crops

Groundnut 988 40600~ Israel
Sovabeans PAN 3750 - ltaly
Tobacco 1413 3048 — Chile
Potato 16877 43681 — Netherlands
Sugarcane ()‘).737 115284 - Peru

The productivity of our crops is very low as compared 1o world averages. Though this is due to the
climatic advantage that temperate countries cnjov but within the tropical belt too. we arc far behind
the Netherlands. Egypt. France. Japan cte. The potential for raising agricultural productivity is cnor-
mous. India ranks at the bottom of the list of countries in the world in terms of productivity per ha on
almost all major crops. In the groundnut scgment. viclds in India are 1/5th of Israel. average produc-
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tivity in pulses is 1/10th the level of France. All this shows that Indian agriculture suffers fron: low
productivity of its soil and water resources. Within the country. too large productivity gaps glarc as
between the higher productivity and lower productivity arcas such as Punjab and Harvana in wheat
production. This anomaly is seen even within the irrigated arcas also. Such gaps give us the potential
opportunity to stcp up yicld level relatively with ease. In rice alone. about 32% of the irrigated arca is
of low productivity.

Comumercialization of agriculture would make it possible to increase productivity to the maximum
cextent possible. The productivity of agriculture in India is very low. Inspite of the improvement. so far,
our productivity is lcss than the world average and also less than the countrics similarly placed. For
instance. China produccd 6.331 kg/ha of rice. whereas we produced 2.915 kg/ha. Even in wheat, China
produccd 4.087 kg/ha compared to our production of 2.656 kg/ha | Table-11]. This gap can be made up
i management 1s scientific and technology is updated.

Table-II: Land Use, Irrigation, Fertiliser Consumption and
Crop Productivity in India 1996-97

Particulars India China
Total Arca {million haj 3288 939.7
Land Arca [million ha] 297.32 932.64
Arable Land [million ha] 162.5 1242
Land undcr Permanent Crops fm ha] ... 72 10.91
Irrigated Arca [million ha] 57 49.88
Irrigated arca as Yo to arable land . 33.0 369
Population [million] 851.8 1243.7
Fertiliser consumption [m tons] 1431 3598
Fertiliser consumption kg/h] 843 266.4

Crop Productivity [kg/ha|

Paddy 2915 6331
Wheat 2654 4087
Maize 1594 4481
Cereals 2232 484
Pulscs 387 1478
Potato 16877 13.003
Soyabcan 955 1611
Sugarcanc 69.737 75982

The productivity of agriculturc in India is very low. In case of foodgrains. it is ncarly 1/3 10 1/2 of the
productivity in developed countries. For optimization of the natural resources. a comparison with
China will be quitc inspiring. India has morc or Iess same arable land and irrigated arca compared to
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China but the productivity in China is almost double for most of the crops. This shows the cfficiency
of resource utilisation there.

India will need a more diversified cropping pattern. including an increase in the contribution of non
food crops output ratio to attain higher agricultural growth rates n future. Besides cuhancing growth,
diversification also contributes to nutrition. poverty alleviation. cmployment gencration, and sustain-
able natural resources management.

Information Horker: As the profession of agriculturc becomes more complex and more technology-
oriented using the modern tools and techniques. it will be necessary for an agricultural worker tobe a
skilled worker rather than a mere worker for providing physical help in the work. The education system
has to imbibe thesc knowledge transformations and also provide for extension education for the
current workers to adopt and understand the technologics of farming. There is no programme or
structured system of training for agriculture workers on scientific farming and agricultural operations.
The vocational training courses in rural arcas have to gear up to take up such challengcs.

Marketing of Agricultural Produce at Grassroots Level

In India. after Independence. a series of reforms have been introduced 1o achieve the goals of the
agricultural marketing system. Some of these reforms include setting up of regulated agricultural
markets, coopcerative marketing societics and introducing state trading for which the Food Corpora-
tion of India [FCIJ was sct up. However. there are still a lot of deficiencies in pre-harvest or immediate
post-harvest sales at low prices. little grading at the village Ievel. tie in sales and high marketing
margins. These can perhaps be attributed to inadequate infrastructurc of transport. grading. storage
facilitics, marketing credit, marketing intelligence ctc. Deficiency perhaps also lay in putting greater
cmphasis on centralised wholesale markets rather in primary markets and village level functionaries. In
the centralised wholcsale markets, the capital intensity for these facilities is high and the chance of
their percolating to small markets, small farmers and village petty traders are less whose services arc
equally important as of wholesale buyers. It is obvious that since the issue of food security is a
complex onc and has interrelationship with so many economic factors. agricultural marketing needs to
be an integral part of the broader developmental policy.

In the country, the agricultural markets are regulated through a state level legislation. While the
Jurisdiction of the agricultural markets extends to every village. the facilitics arc almost entirely con-
centrated in the market vards, which are located in bigger towns. Therefore. rural markets play a
complementary role only. These rural markets are multipurpose in the scnsc that they provide facilitics
for markcting of all kinds of goods including foodgrains. Although, the regulated agricultural markets
can also perform the functions mentioned above. and there could be a possibility of duplication. but
they are too distant for many villages. By proper coordination the duplication can be avoided and
wherever it is essential in the interest of the farmers it should be tolerated.

A holistic approach is needed to develop market infrastructure. A market does not function in isola-
tion. rather it influcnces nearby markets and. in turn. influcnced by them. Thercfore. efforts should be
made to develop a complete market circuit for a commodity or a group of commoditics. With the
increased production through improved farming systems and modern technologics. a comprehensive
strategy towards developing a modern agriculture marketing svstem has also to be evolved keeping
in view the large number of small farmers. Only then can agriculture in India. boast of having come of

age.
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Post-Harvest Technology and Agro-Processing

Substantial quantities of farm produce are lost for want of proper storage and processing. The
producer suffers economically because of these losses. The Indian farmer, as a producer. also does
not get the bencefit of valuc-addition 1o his produce. Post-harvest technology and agro-processing
industry has to be farmers™ own enterprise through collective or cooperative venture. Such steps will
be a rcal boost for the cconomic renaissance. This will also encourage farmers for diversifying the
crops which can bring morc profit to him like floriculture. horticulturc. livestock. ctc. Availability of
adequate infrastructure such as clectricity, roads, information technology. irrigation. cducation, regu-
lated markets etc. will be the need of the day for Indian farmers.

Horticulture: Horticulture includes cultivation of fruits. vegetables and also plantation crops. The
climatic fcatures of the country are very congenial for the cultivation of wide varicty [both tropical and
temperate] of horticultural crops on commercial scale. In fact. we are the second largest producer of
fruits and vegetables in the world {37.13 million ton of fruits and 55 million tons of vegetablcs]. Inboth
the cases the productivity. however. is low as the processing of these items are limited 1o less than 2%,
resulting to high wastage and low incentives to the producer. Our per capita consuniption of fruits [45
grams] and vegetables [ 112 grams| is much below the recommended levels 120 grams and 300 grams
respectively. There is also a considcrable scope for export of both fruits and fresh vegetables. Our
share, however. in world trade of thesc items is negligible. This sector necds adequatce priority in the
national agriculture development policy. This industry has the tremendous job opportunitics.

Hloriculture: Floriculture industry is expected to come up in a big way in our country in future.
Floriculture is cultivation of flowers. flowering plants and ornamental foliage plants. It could be for
traditional home consumption or for export purposcs and also for industrial uses. India has the
advantage of abundant sensitive. varving type of soils and climatic conditions and cheap labour vis-
a-vis most European countrics. All thesc provide amplc scope and potential for development of this
activity in our country. The world trade in flower is estimated at about US$25 billion and increasing /@
11% per annum. Though India has been identified in the world market as potential exporter for cut-
flowers because of the present climatic and resources advantages. but its share in the world market is
very low [2%). An expert group has identificd arcas in Bangalore. Thiruvanthapuram, Pune. Nasik.
Hyderabad, Western U.P., some places in Himachal Pradesh and North-East for intensive floriculture
development. A few units have alrcady entered into this arca on commicreial scale.

Poultry Farming: Poultry industry in India is poised for rapid growth. India stands 6th in egg produc-
tion with 28.5 billion cggs per annum and 25th in broiler production with 400 million broilers per
annum. Annual growth ratc of production of eggs is 10% and that of broiler is 20%. The world market
of processed chicken is about US$ 5 billion. which is very attractive for India. Our exports during 1994-
95 were about $ 7.5 million. The countries importing poultry from India are Oman. Saudi Arabia,
Maldives. Bahrain. Hong Kong. etc. Poultry activitics arc not limited to a small scalc only. Few
corporate giants have also entered into this industry with forcign collaboration. Thrce egg powder
making units | 100% EOU| are coming up. Our products are going to be cheaper in the global market
once the subsidics which are very high in European countrics are withdrawn/reduced and increased
in our countrv in vicw of the GATT. All these indicate tremendous potential and prospects for
development of this activity in our country in the near future.

Dairv and Aleat Products: India possesses largest cattle population and now rank first in the world in
milk production |71.0 million tons - 1997-9%}. Major produce of milk and milk products arc consumed in
domestic market. Exports arc not significant. The per capita availability of milk of 66 kg, per year is
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much below the ICMR recommendations. There are restrictions on the export of certain dairy products
like raw mitk and baby milk. but exports of buttcr. powder milk and ghee ctc. arc permitted for which
there is tremendous scope 1n global market. Therefore, there is a fot to be done in this arca too.

With the growing urbanisation and increasing quality consciousness. the market for scientifically
produced mcat products is expected to grow rapidly. There is also growing demand for ready-to-eat
and scmi-processed meat products on account of changing life style of pcople. There is scope for
export of these items to neighbouring countries especially in the Middle-East. The current production
of meat and poultry products [excluding cggs] in [ndia is estimated at over 200 million tons per annum.
A large portion of this is not slaughtered mechanically in hygienic conditions which need to be
attended for export. The scctor too needs boost not only to meet our own increasing demand but also
to increasc our cxports.

Fisheries Development: The importance of fishery sector in India is now well-known and it has a place
of pride in the national cconomy. It helps the human kind by supplementing protein rich. low choles-
terol food. generating cmiployvinent opportunities and gainfully utilisifig the unproductive or margin-
ally unproductive land. The activity is remunerative to the farmers and also to the nation by generat-
ing export earnings. In the year 1997-98. our forcign exchange carning from this scctor was to the tune
of Rs. 43,130 million. In global market. there i1s huge demand for sea food. Asian region contribuics
about 85%, of seafood supply but our share is hardly 2%. Our production [5.1 million ton] as also the
productivity is very low. Technological developments in fish farming i.e., composite fish culture, scmi
intensive and intensive fish farming, induced breeding technique to produce fish sced have opened
avenucs to increasc the productivity manifold.

Role of Fertilisers in Agriculture Production

Fertiliser use has been one of the main factors in bringing Green Revolution in India and making it self-
sufficient to meet its present requirement.

Fertilisers as source of plant nutrients have dircct bearing on crop growth and productivity. Foodgrain
production and fertiliser consumption has increcased manifold in the past 50 vears. The plant nutrients
need will continue to grow to meet the foodgrain requircment of the growing population. India has
become almost sclf-sufficient in the production of nitrogenous fertilisers. For phosphatic fertilisers
though we have domestic capacity but we largely depend on imports for raw materials and for potash
we are cntirely dependent on imports. Besides these three major plant nutrients {N. P & K] which
dominate the fertiliser scene. necd for fertiliscr sources for sccondany and micro-nutricnts is also
cmerging. Achieving higher agriculture production, thercfore. will largely depend upon our capacity
to produce and manage fertiliser business.

Fertiliser contributes to increased crop production in several ways. First. by replenishing nutrients. it
helps maintain and enhance soil fertility and thereby sustains crop production. Sccondly, fertiliser
cnables adoption of high-viclding varteties [HY V{. which can increase crop vields several fold. Ferti-
liser usc can incrcase both crop viclds and biomass {living matter above and below the ground]:
additional biomass can be used to augment the supply of organic matter [living and dcad matter in the
soil]. which unproves moisture retention and nutricnt use efficiency and thercby contributes to
increased crop yields. Well-managed fertiliser use can creatc a “win-win situation by increasing food
production and reducing soil degradation in nutrient-poor. fragile soils.

The rolc of fertilisers in increasing foodgrains production is evident during the fast 35 vears. About
23% increasc in agriculture production has come through area changes and 75% through yield in-
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crease. It is estimated that irrigation has contributed about 18% and over 56% in vield increasc could
be attributed to fertilfiser nsage. In India any further increase in yield will come through increased and
more efficient use of seed. water. fertilisers. The two major foodgrain crops. wheat and rice. consume
the lion’s share of fertilisers used in India. Special attention was paid through a package of practices
to the increased production of oilseeds. and pulses which has paid high dividends. Substantial outgo
of foreign exchange towards import of edible oils has been reduced. The thrust must continue towards
successful management of resources ol agriculture.

Fertiliser use in India increased from 66,000 tons of major plant nutrients in 1951-52 to 16.67 million
tonsin 1998-99. Foodgrain production in the country also increased to 203 million tons in 1998-99 from
52 million tons in 1951-52 [Table-I]. Fertiliser consumption in terms of plant nutrients per unit of
grossed cropped area in India is still very low. average being 88.61 kg/ha. Productivity of foodgrain
crops in the country is also quite low, around 1.63 ton/ha, which can certainly be doubled by enhanc-
ing per unit fertiliser use. The country will need to produce at least 300 million tons of foodgrains by
the ycar 2020 which will necessitate the usc of 30.35 million tons of NPK nutrients from various
sources. About 90% of country’s present demand of nitrogenous and phosphatic fertilisers is fulfilled
by the domestic production. The country is looking ahead for self-sufficiency in fertiliser production,
particularly that of nitrogenous and phosphatic.

Table-1II: All-India Fertiliser Consumption of
Plant Nutrients and Foodgrain Production

Year Fertiliser Consumption Foodgrains Production

Mil Tons Growth Rate % Kg/Ha MilTons GrowthRate%  Kg/ha
195152 0.05 - 0.60 5200 - 536
196162 0.34 190 2.20 8271 43 705
1971-72 2.66 206 16.20 105.17 22 858
1981-82 6.07 78 3430 133.30 22 1,032
199192 12.73 70 69.80 168.37 21 1,382
1998-99 16.67 34 89,80 202.60 23 1,627

Domestic Capacity and Production of N and P205

What started as a small fertiliser industry, with a capacity of 89,000 tons of N and 28,000 tons of P205
in 1951-52, has now become a giant with a total capacity of 10.94 million tons of N and 3.20 million tons
of P205 in 1998-99. While there has been a sustained increase in N capacity, the trend in P205 has
becn less encouraging.

Domestic production of nitrogenous fertilisers increased from 29.000 tons in 1951-52 to 10.48 million
tons in 1998-99. The increased production in nitrogenous fertilisers has come by building new capac-
ity over the years and also from obtaining higher operational cfficiency. Production of phosphatic
fertiliscrs also increased from 10,000 tons in 1951-52 to 3.17 million tons in 1998-99. All-India capacity
utilization of N and P205 has gradually improved over the years and is now being maintained at
around 100 per cent level of N and P205 fertilisers.

India’s fertiliser production strategy has been aiming at self-reliance in fertiliser production and
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indigenisation of the industry. Presently, some sick units are not operational and some others are not
being fully utilised. Since these plants are highly capital-intensive and the fertiliser demand is morc
than the production. full utilisation of existing capacity through revitalization of sick plants, expan-
sion of existing plants and new grassroots plant are being planned.

The new capacitics which have been set up recently and are under implementation during the Ninth
Plan period are expected to vield an additional capacity of 3.36 million tons of N | 7.1 million tons of
urca] and 1.45 million tons of P2O5. [Table-1V].

Table-1V: New Urea Capacity in India during the Ninth Five-Year Plan
{000 tons]

Producer Location Extra Capacity Feed Stock

Completed

IFFCO Aonla. UP 726 Natural Gas
[FFCO Kalol, Gujarat 150 [Revampi
IFFCO Phulpur, UP 726 Naphtha
Madras Fertilisers Manali, Tamilnadu 115 [Revamp}
National Fertiliser Vijaipur, MP 726 Natural Gas
Nagarjuna Fertiliser Kakinada. AP 495 Naphtha

Under Implementation

Duncan Industries 200 [Revamp]

National Fertiliser Nangal. Punjab 210 [Revamp]
RCF Thal Vaishet. Maharashtra 10 [Revamp]
Chambal Fertiliscr Gadcpan. Rajasthan 775 Naphtha
IFFCO Nellore. AP 726 Naphtha
KRIBHCO Gorakhpur. UP 726 -

RCF Thal 726 -

Under Consideration

NFL Panipat, Haryana 726 -

TOTALNEW CAPACITY 7.1 million tons per annum

Investment in Fertiliser Industry

Fertiliser production is capital-intensive. and prescntly the cost of production of indigenous material
1s high and returns on investment are low. Uncertain policy environment is also not encouraging the
investment in this sector. The Indian fertiliser industry which achieved phenomenal growth in the
cighties. witnessed tapering off in the growth during the nineties. Presently, as on March 31, 1999, the
public. private and cooperative sector share 41, 37 and 22% of N capacity. respectively, whereas their
sharc in P2035 capacity is 25, 65 and 10% respectively. In the recent past, the fertiliser industry has not
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attracted much mvestment. New grassroots plants have not been established. Inspite of liberalised
economy and delicencing of fertiliser industry no multinational has invested in fertiliser sector in India
so far.

Four fertiliser projects. with a total investment of over Rs. 56.00 billion. are being considered by the
Government of India to meet the shortfall in urea. which is estimated to be about 4.95 million tons by
2003. The projects being considered are IFFCO’s Nellore [Rs. 16.70 billion], RCF Thal Expansion [Rs.
12.63 billion]. KRIBHCO Havira Expansion [Rs. 12.68 billion] and KRIBHCO's projcct at Gorakhpur
[Rs. 14.79 billion]. Each project will have a capacity of 0.77 million tons of urea per annum.

Capital cost reduction of the fertiliser plants is another arca of challenge. Changes in metallurgy of the
cquipments. improvement in catalysts and an efficient project management may possibly lead to
capital cost reductions.

Imports of Fertilisers: Fertiliser consumption in India has always exceeded the domestic production
both in casc of nitrogenous and phosphatic. The entire requirement of potassic fertilisers is imported.
as therc are no indigenous raw materials available. India’s fertiliser consumption has increased faster
than fertiliser production. As a result. India has always been a net fertiliser importer. India mainly
imports Urea. Di-Ammonium Phosphate (DAP) and Muriate of Potash (MOP). Imports constitute
about 19% of the total fertiliscr consumption. After decontrol of phosphatic and potassic fertiliser in
August 1992 and consequent sharp increase in their farm gate prices. there was depression in the
demand for thesc fertilisers. Consequently. the volume of imports of DAP and MOP got reduced in the
following vears. In the case of nitrogenous fertilisers a few expansions arc on the anvil and therefore,
ncar self-sufficiency is likely to be achieved by the turn of the century. Urca import has reduced
drastically in 1998-99. Urca is usually imported from CIS countrics. East Germany and Middle-East
countries.

As fertiliscer s related to food production. dependence on import in a free market cnvironment be-
comes a sensitive issue. Our past experience have shown that being a bulk buyer. whenever India has
entered the international market for the imports. price of fertiliser in international market has increased
significantly. Thereforc. the country must have its indigenous capacity for fertiliser production. Im-
port should be restricted to meet the gap between demand and domestic supply and not on the basis
of make or buy option. Import duty may be levied to discourage dumping as and when required.

Fertiliser Consumption - Low Level of Consumption: Considering the consumption level in some
developed countries, where it is more than 400 kg/ha of major nutrients. as in Netherlands, Korea,
Japan and Belgium, the per hectare consumption of fertiliser nutrients in India is still very low at 88 kg/
ha. Even our neighbours. in the subcontinent. have higher per hectare consumption of fertiliser
nutrients [Pakistan 102.3 kg and Bangladesh 108 kg]. Within the country, there is large discrepancy in
fertiliser use amongst different states [Table-V]. The highest per hectare fertiliser nutrients consump-
tion is in Pondicherry and Delhi [467 and 363 kg| followed by Punjab 170.9 kg. Harvana 140.1 kg, Tamil
Nadu 135.3 kg and Andhra Pradesh 132 .4 kg In the states of Maharashtra, Kerala, Jammu & Kashmir.
Madhva Pradesh. Rajasthan. Himachal. Orissa, Manipur. Goa and Assam fertiliser consumption is
less than the national average. Arunachal Pradesh. Mizoram. Nagaland. Sikkim have less than 10 kg/
ha of fertiliscr nutrients consumption.
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Table-V: Fertilizer Consumption [kg/hal, Percentage of
Net Irrigated Area to Net Cropped Area, Average Yield of Foodgrains

State Fertiliser % of Average vield
Consumption kg/ha Irrigated Arca Foodgrains kg/ha
1998-99 1994-95 1996-97
Assam 18.5 20.6 1294
Bihar 88.8 479 1.560
Orrisa 312 332 873
West Bengal 1199 350 2,133
Harvana 1412 764 2843
Himachal Pradesh .. 397 17.5 1.562
Jammu & Kashmir . 66.0 416 1.508
Punjab 1774 93.7 3.787
Uttar Pradesh 1199 674 2083
Andhra Pradesh .. 153.4 382 1.776
Kamataka 90.0 223 1272
Kerala 392 16.0 1.863
Tamil Nadu 130.6 50.1 1.787
Gujarat 1011 312 1.303
Madhya Pradesh .. 484 296 1.106
Rajasthan 370 285 998
Maharashtra 78.0 143 1.058
All-India 898 371 1.601

Imbalanced NPK Ratio: The ideal N : P205 : K2O ratio, aggregated for the country as a whole. is4:2:1,
However, during 1992-93 aficr the decontrol of phosphatic and potassic fertilisers. the NPK consump-
tion ratio distorted t09.3:3.2: 1, and stili continues to be quitc wide at 8.4:3.0:1 [ 1998-99} as compared
10 5.9:2.4:1 before the decontrol of phosphatic and potassic fertilisers in 1991-92. Such imbalanced
application of fertiliser is bound to affect the crop productivity and soil fertility in the long run. To
correct the imbalance. Government introduced the scheme of ad hoc concession in Scptember 1992, to
cover all decontrolled fertilisers [DAP, MOP and Complex fertilisers]. The objective of the scheme was
to facilitate corresponding reduction in the selling price of these fertilisers. Under it. concession at
prescribed rates ¢.g.. Rs 1.000 per ton on DAP, was given to manufacturers to facilitate corresponding
reduction in selling price to farmers. The scheme continues to date with increase in concession ratcs
e.g. indigenous DAP to Rs. 3,000 per ton, w.e.f. July 6. 1996, Rs.3,750 per tonw.e f. 1.4.97. Rs. 4 400 per
tonw.e.f 1.4.98and Rs. 4.600 with effect from April 1999,

The revised estimate for concession on decontrolled phosphatic and potassic fertilisers for 1998-99
was Rs. 37.90 billion. The budget for 1999-2000 has made a provision of Rs. 45.00 billion towards
concession on decontrolled phosphatic and potassic fertilisers. This concession on other NP and
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NPK complexes was fixed on pro-rata basis based on the P and K content of the grade. The increase
in ad hoc concessions on phosphatic and potassic fertilisers is a step towards achieving better
balance in fertiliser use, however, its impact on NPK use ratio is not very much evident as unit price of
the major nutrients is still very much imbalanced.

Besides imbalanced use of NPK, deficiencies of other secondary and micro-nutrients are also becom-
ing apparent now. The concept of balanced fertiliser application, therefore, has to consider these
elements, particularly sulphur, zinc and iron. Low organic matter content in Indian soils and lack of
adequatc sources for micro-nutrients make it imperative to increase use of organic sources like FYM,
green manure, bio-gas slurry etc. Thus. there is need to practice Integrated Plant Nutrient Supply
System [IPNS] to bring back the balance in soil fertility and fertiliser use.

Fertiliser use efficiency: The low efficiency of fertilizer use in India is a matter of concern. Nitrogen
use efficiency in rice crop is only 30-35%, with an overall efficiency level at 50%. Phosphatic fertilisers
are the costliest on Rs/kg of nutrient basis but their use efficiency is 20-25% only. Efficiency of potash
is around 80%. Efficient utilisation of fertiliser, therefore, is key to economics of fertiliser application
and environment friendly sustainable agriculture. Adoption of the best time, method and dose of
fertiliser application by the farmers is essential to achieve higher efficiency of fertiliser use. Soil
testing to determine the fertiliser need, suitable fertiliser drills for placement of fertilisers, promotion of
slow release materials, IPNS and other improved agronomic practices will certainly help in increasing
efficiency of applied fertilisers.

Policies to Sustain Growth

The stability of macro economic factors such as the exchange rate, foreign exchange availability,
inflationary pressures, and capital markets, in addition to micro economic factors such as pricing,
marketing. and credit availability, play the most crucial role in the growth and performance of the
fertiliser sector. Future performance and growth of the fertiliser industry at the national level will
depend on a conducive trade policy, designed to protect the interests of both fertiliser preducers and
farmers.

Future Outlook: (Ninth Plan Perspective)

Demand-Supply Scenario in Fertilizer: The Demand-Supply scenario in fertilisers has been worked
out by the Working Group on Fertilizers for the Ninth Plan [1997-98 to 2001-02] on the basis of the
estimated demand and production projections in terms of N and P2035 nutrients. The increase in
production [supply] will be 4.86 million tons, most of it is confined to nitrogen resulting from the
commissioning of the expansions. new plants or joint ventures abroad. Production of N is expected to
increase from 9.7 million tons in 1997-98 to 14.0 million tons in 2001-02. The Group estimated that the
available phosphate supply will increase from 2.8 million tons of P205 in 1997-98 and reach 3.3 million
tons in 2001-02. The demand for N. P205. K20 has also been estimated upto 2006-2007 [terminal year
of the Tenth Plan] at 16.35, 6.65 and 2.60 millions tons, respectively.

The Group also considered the details of cstimates made by various agencies like Fertiliscr Associa-
tion of India [FAI]. National Informatic Centre [NIC] and Department of Agriculture and Coopcration
[DAC]. Government of India and concluded that in the terminal year of Ninth Plan there is likely to be
a surplus of N supplics to the extent of 0.63 million tons. However. it may be worthwhile to note that
some of the projects have not materialised and finally N supplies might also show a deficit. There
would be a shortfall in phosphatc to the extent of 1.3+ million tons. The entire demand of 1.83 million
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tons of potassic fertiliscrs would be met from imports. The Working Group has indicated that without
the price correction the N:P2035:K20 ratio will continue to be distorted. Hence. the final projections
have been worked out taking into account the projections made by NIC. FAI and DAC as well as a
price correction caicuiated to bring about an improvement in the NPK balance.

Ulobal Fertilier Requirement: During the 1990-2020 period. global fertiliser demand is projected to
increase 1.2% per ycar. In absolute amounts. it is projected to increasc from about 144 million tons in
1990 to 208 million tons in 2020. It is assumed that currently 1 ton of fertiliser nutrients yiclds 10 tons
of cercal in the developing countries. and 15 tons in the developed countries. 1t is expected that by
2020 technological and policv-related changes will improve these rates by 20 (o 30 percent.

Under the cercal production approach. the world will need to use about 263 million tons of fertiliser
nutrients, Icaving a shortfall of 35 million tons. Furthermore. the developed countries will have a
surplus of 8 million tons. whereas the developing countrics will hiave a shortfall of 63 million tons
| Table-V1]. Although application of animal manurc and atmosphcric deposits would reduce a part of
thesc shortfalls. the deficits will have an adverse effect on {ood sccurity and resource conservation in
the developing countries unless additional cfforts are made to promote higher levels of fertiliser usc
in an environmentally sound manner.

Table-VI: Global Fertiliser Demand vs Fertiliser Requirement by 2020
[million tons, for total NPK]

Economic Region Fertiliser Demand Fertiliser Requirements
|Cercal Production approach]

World 208 2629
Developed Countries 864 77.6
Developing Countrics 121.6 185.3

Future Challenges

Production of more food from a diminishing resource basc. requiring new agricultural technologics
and management systems providing increascd productivity per unit of land. water, cnergy. labour and
mvestment. Part of this will involve focussing rescarch on neglected crops such as minor millets. grain
legumes and tubers. which can perform in times of environmental stress and in neglected arcas such
as arid and semi-arid coastal and mountain arcas.

The economic dimensions of food nutrient sccurity require the promotion of sustainable hivelihoods
through multiple income carming opportunitics such as livestock. fish and agro- processing and agri-
business should be taken to poor familics through rural value-added enterprises partnerships with the
private scctors.

Resource poor farmers need to be cnabled with the provision of basic infrastructurc. information and
training. technology. regulatory framework and facilitics cte. before thev are in a position to compete
in open markcets. Resource poor farmers may not be able to adjust at all. at lcast at present. In such
cases. liberalisation may mean retreat into a mainly subsistence agriculture. with a few selected cash
crops. It isalso likely to mean a greater migration into citices.

This country has tremendous potential for agriculture development and its contribution to national
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econoniy. A system approach for the capital building and investment-oriented agriculture will revolu-
tionize Indian economy and provide a sound base for many other related industries like sugar, textile,
processed food etc. A blend of traditional wisdom based on centuries of experience with modern
knowledge and technologies will be the key to economic renaissance. A changed farmer, who can
gain from the information base now available, will be the carrier of this mechanism. Indian farer has
shown adaptability to change and he will again rise to our expectations to transform India into an agri-
based economic power.

In the future, the emphasis should be on “growth with management” rather than “growth” per se. This
new strategy of growth with management will involve challenges in several areas: fertiliser use effi-
ciency, energy consumption efficiency, policy and organisational reforms, environmental protection,
and human and institutional capacity building. A successful resolution will require a high degree of
political commitment and pragmatic solutions leading to conducive and stable policies, appropriate
organisational arrangements, and adequate institutional and physical infrastructure.

“4 blend of traditional wisdom based on centuries of experience with modern knowledge and
technologies will be the key to economic renaissance. A changed farmer, who can gain from the
information base now available, will be the carrier of this mechanism. The Indian farmer has shown
adaptability to change and he will again rise to our expectations to transform India into an agri-
based economic power.”
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Chapter-03

Cooperative Development
~ A Case Study of ICA-IFFCO Collaboration
for Global Food Security

Virendra Kumar

IFFCO - a cooperative sector giant and a premier organisation is relentlessly engaged in strength-
ening the cooperative systems and services to the rural community in particular. Though IFFCO is
engaged in manufacturing and promotion of fertilisers, the extension and educational programmes
organised by the Society centered on scientific agriculture and with emphasis on promoting bal-
anced use of fertiliser. Such efforts have benefited the farmers and their cooperatives immensely.
IFFCO's strong foundation is based on the principles and philosophy of Cooperation transiated
into practice. IFFCO s growth is largely because of its firm, consistent and genuine commitment fo
these universally-accepted Principles of Cooperation.

A multi-faceted and multi-pronged approach, envisioning, professionalism, corporate planning
and commitment to achieve cusfomer satisfaction are some of the guiding principles. These are
helping IFFCO to maintain and sustain holistic organisational culture based on teapmvork, harmo-
nious relationships and collective decision-making. Dr Virendra Kumar is the Marketing Director
on the Board of Directors of the IFFCO. He is also the current Chairperson of the ICA Regional
Conunittee on Agriculture for Asia and the Pacific.

Role of Agricultural Cooperatives in the Indian Economy

Agricultural cooperatives play a very important role touching almost every aspect of the human life.
When the agricultural cooperatives deal with credit functions, they are concerned with the household
incomc and its expenditure by the farmers. When the agricultural cooperatives deal with the supply of
agricultural inputs, their main concern remains the nutrition for the population through foodgrain
production. When the agricuitural cooperatives deal with the plant protection, their concern remains
for the health of the plant. health of the consumer i.e.. the population. Even the animal health aspect
is taken care of since fodder is another important ingredient in crop production chain. In many sectors
the cooperatives have made significant contribution. In the case of sugar production and handloom
it is particularly remarkable as the contribution is touching almost 60% of the total [ Table-1].

The National Agricultural Cooperative Marketing Federation of India Limited [INAFED] is engaged in
procurement, processing. distribution, export and import of selected agricultural commodities. The
National Cooperative Tobacco Growers” Federation Ltd. the National Consumers’ Cooperative Fed-
cration [NCCF] and the Tribal Cooperative marketing Development Federation of India limited [TRIFED]
are a few other organizations of significance in the cooperative sector. The share of cooperatives in
the total marketing of agricultural commodities. however. is still small. The two major fertiliser
cooperatives i.e.. the [FFCO [Indian Farmers” Fertiliser Cooperative Limited] and the KRIBHCO {Krishak
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Bharati Cooperative Limited|. have also becn engaged in the production and marketing of high quality
fertilisers, adequately supported by extension services to the farmer-members.

Table-I: Status of Agricultural Cooperativesin National Economy

Extent of agricultural credit disbursed ... . o . 46%
Fertiliser distributed ... . 31%
Production of fertilisers 21%
Sugar production . 55%
Handlooms 55%
Wheat procurement ... 30%
Jute procurement . 21%
Retail Fair Price Shops 28%
Storage facility (Rural) 62%
Fishermen in cooperatives 22%

Challenges to Cooperatives in Liberalised Economy

The Cooperative Identitv: The image of a “true cooperative” depends on the extent it faithfully
translates the Cooperative Principles into practice. The International Coopcerative Alliance [ICA] atits
Manchester Conference in September, 1995 adopted a Statement on Cooperative Identity [ISCI]:
according to which the cooperative is defined as: “4dn autonomous association of persons united
voluntarily to meet their common economic, social, and cultural needs and aspirations through a
Jjointly-owned and democratically-conirolled enterprise. ™

Cooperatives arc bascd on the values of self-help. democracy. equality, cquity. solidarity. honesty.
openness. social responsibility and caring for others. These cooperative valucs are inherent in the
seven Cooperative Principles around which all cooperatives function. Therefore. in the emerging
scenario where the fears loom large for dilution in social values. culturc. crosion of local resources,
less advantage to weaker scctions, the cooperatives with their true identity scem to be the only
answer at present to rebuild the society for a better quality of life.

Education to Members for Increased Member Participation: This is inherent asa cardinal Coopera-
tive Principle that cooperatives have to be “member-driven” enterprises. Due to somc reason or the
other it is observed that the participation of thec members is notto the desired extent. The attendance
in the General Body is mostly around 30 to 40%. Therefore, a greater emphasis is required to spread
and multiply the cooperative cducation for increased member participation in management as well as
the economiic stake in the cooperative. However. in some of the successful cooperatives the attend-
ance in their Genera! Body Mcetings is as high as 90-95%.

Structural Reforms: Structural reforms or reorganization has become the most significant aspect of
market-oriented economy. There is a need to take up comprehensive structural reforms in the coopera-
tive sector particularly. the creation of strong primaries. the backbone of cooperative system; and sclf-
reliant and competitive federal structure which will be responsive to the opportunitics of the emerg-
ing market cconomy. Federations are for primarics and it is their responsibility and accountability to
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strengthen their basic structure. At the institutional level. reforms in cooperative legislation arc to be
expedited (o providc opportunitics to cooperatives at par with the private scctor. Over-control and
over-regulation by government should be discouraged so that the cooperative system restores coop-
erative identity and cnabled to stdnd on its own to gain benefits from the new policy of hberalisation.
The role of the Registrar of Coopcrative Societies is to be redefined as a promoter of cooperative
svstem rather than the administrator and controller of the cooperatives.

Cooperatives and Members' [’xpectations: The main point is that the members should not run after
their cooperative to provide them with services and facilitics - it should be the cooperative which
should. on its own. be keen to offer a variety of services and facilities to its members. Mcmber is a
radiant factor from which the power of agricultural cooperatives emanates. Member is the key and the
main source of cconomic strength of the cooperative. Mcmber should not fecl that he is dependent on
the cooperative. He has several other options which may not be cconomically attractive for him. It is
the cooperative which should be dependent on the member. It is often heard that cooperatives do not
do cnough for their members. For the cooperative. thc focus should be on the member and his
business potcntials. rather than on itself.

HRM Needs of Agricultural Cooperatives: Member development in agricultural cooperatives should
essentially aim at inculcating scnsitivity toward member cconomniic participation. Following arcas of
training can be considered to educate members for securing their better participation: |i] Concept of
profitability and making cooperative a profit centre: [ii] Interpersonal relations with peers and nct-
working with supporting institutions: |iii] Manage the change. competitive marketing strategy and
micro-planning: |iv] Entreprencurial skills: [v] Coordination and lcadership skills: and |vi] Access to
market informatlion and managaement systems.

Global Food Security. The world today is facing many challenges: prominent among these arc
sustainable development. environmental degradation, and food sccurity for growing population. The
United Nations population projections indicate that world population will incrcasc to 8.3 billion in
2025 and 10 billion in 2030 from the present level of 5.8 billion. Such unprecedented growth in popu-
lation nccessitates food production to be almost doubled by 2030, The UN cstimates also indicate that
almost 800 million pcople in developing countrics today face chronic under-nutrition. and somc 200
million children under the age of five suffer from protein and cnergy deficicncies. At present, as many
as 88 nations fall into the category of low-income food deficit countrics: 42 in sub-Saharan Africa, 19
in Asia and the Pacific. 9 in Latin America and the Caribbean. 6 in North- East/North Africaand 12 in
Europe/Commonwcalth of Independent States.

Decreasing per capita availability of arable land is further complicating the slowing pacc of growth in
agricultural output. Thus. the need to intensify agricultural production from the infinite natural re-
sources has assumed greater significance. In meeting this challenge. fertilisers have an important role
for two reasons. First. they facilitate the adoption of vield-increcasing technologics and thereby pro-
motce sustainable growth of food production on limited cultivable land. Second, they help to replenish
nutrients removed by crops and, therefore, prevent soil degradation and preserve the resource basce.

IWorld Cereal Production: FAO's latest forccast on cereal production for the year 1998 stands at 1.892
million tons only. The situation is not at all that favourablc if we take as a vardstick of the cereal stocks
available in the world. Indeed. cereal stocks declined from 456 million tons in 1986 to 330 mitlion tons
in 1998. The FAO considers that a range of 17 to 18% is the minimum necessary to safeguard world
food security. Foodgrain prices arc gaining new height. causing scrious implications for low-income
food deficit countrics.



A larger increase in cercal production would be needed if stocks were to be satisfactorily replenished.
In the developing countries of South and South-East Asia. Latin America and Africa the situation is
much more critical. Their population is increasing very rapidly straining their capacity to produce
enough food. Per capita foodgrain production has actually declined in the past 20 years. The Asian
and Pacific rcgion contributes about 44% of the world’s food production against the population of
58%. The per capita availability of arable land. however. will continue to decline fast and it is estimated
that it will be around 0.2(} ha per person by the vear 2023,

Rice and wheat are the major cereal crops. World average vield of rice has increased from 2.77 t/ha in
1980 0 3.75 t/ha in 1998. Productivity gains are noticed in almost all countries listed but the USA and
China madec rapid stride whereas it declined in Russia. In Australia. Egypt, Japan. USA, Morocco,
Republic of Korea. Spain, China and Italy. the rice vield is above the world average yield level. Other
countries, namely. Russian Federation. India. Bangladesh. South Africa etc. are below the world
average. China and Japan have achieved very high productivity both before and after green revolu-
tion. Prior to 1950 rice vield in China wasonly 1.5 tons/ha, which touched 6.1 t/ha in 1998.

World wheat productivity jumped {from 1.9 t/ha in 1980 t0 2.63 vha in 1998. The highest productivity
of wheat is 8.1 t/ha in Belgium. followed by 7.6 t/ha in France. 7.5 tha in UK, 7.4 t/ha in Netherlands,
7.3 t/ha in Denmark, 7.2 t/ha in Germany. 4.2 to 6.0 t/ha in Mexico. New Zealand and Egypt. Wheat yield
of 8.1 Vha obtained in Belgium is nearly three and half times of the world average. Inthe past 15 years,
both China and India incrcased wheat productivity significantly. However, productivity of wheat had
decreased in Russia.

Crop Productivity and Fertiliser Use in the Asian Region: Fertiliser consumption per unit of land in
Asia varics considerably ranging from below 36 to over 471 kg per ha. Similarly, the productivity of
crops also varies considcrably from less than 2 to over 6 tons per hectare [Table-11]. Countrics like
Bangladesh, India. Nepal, Thailand are below the world average productivity of cereal crops. The
productivity of pulsc crops in the region is also below the world average. There is sufficient scope to
increase the crop productivity through adoption of improved agricultural practices.

IFFCO : A Case Study
in Cooperative Development

The IFFCO - a cooperative scctor giant and a premier organisation is relentlessly engaged in strength-
ening the cooperative svstems and services to the rural community in particular. Though IFFCO is
engaged in manufacturing aund promotion of fertilizers throughout the country. the extension and
educational programmes organiscd by the Socicly centered on scientific agriculture and with empha-
sis on promoting balanced usc of fertiliscr. Such efforts have benefited the farmers and the coopera-
tives immensely. IFFCO’s strong foundation is grounded on the principles and philosophy of Coop-
eration translated into practice. IFFCO’s growth is largely because of its continued firm, consistent
and genuine commitment to these universally-accepted principles.

A multi-faceted and multi-pronged approach. cnvisioning. professionalisni, corporate planning and
commitment to achicve customer satisfaction arc some of the guiding principles. These are helping
[FFCO to maintain and sustain holistic organisational culture based on team work. harmonious rela-
tionships and collcctive decision-making. By virtue of dedicated service to the community, the Coop-
erative has establisiied an image of efficiency and scrvices in Asia and more as an ideal cooperative
model.

The IFFCO is an unique cxample of the world's greatest demonstration of cooperative-to-cooperative

54



Table-11: Fertiliser Consumption per hectare and Average Yield
of Cereals and Pulses in sclected Countries in Asia

Per Hectare Average Yicld

Fertiliser
Country Consumption Cercals [kg/ha) Pulses [kg/ha]

[kg/ha]

1997 1997 1998 1997 1998
Bangladesh 130.1 2706 2,069 765 757
China 2623 48035 1811 1376 1,521
India 95.3 2245 2207 584 584
Indonesia 1390 4011 3.789 LO0> 1605
Japan 3516 6,064 5849 1.833 1833
Korea, Rep 471.1 6,631 6631 1.127 1,127
Malaysia - 2939 2957 - -
Philippines 679 2375 2241 786 786
SriLanka 1117 3143 3156 604 o4
Thailand - 2410 2460 807 843
Victnam - 3,777 3,838 667 685
Myanmar - 2938 2931 689 671
Asia - 3,028 3,059 704 728
World 90.9 2,967 2,970 807 837

Source: Fertiliser Statistics [1998-99], FAI India.

initiative of cooperative institutions of India and the United Statcs of America. The American coop-
eratives, influenced by the fact that the cooperatives in India which had been controlling over 70% of
the total fertiliser sales in the country, and yet had no control on fertiliser production, decided to
extend help to the Indian cooperatives in setting up their own production facilities. The Cooperative
League of USA through Cooperative Fertiliscr International. a consortium of cooperative fertiliser
units, suggested to the Government of India for the establishunent of fertiliser manufacturing facilities
in the cooperative sector. Accordingly. the IFFCO came into being, and was registered as a coopera-
tive society on November 3. 1967. IFFCO. is thus. the result of cooperation and collaboration between
the Cooperative Movements in the two countrics.

IFFCO established four manufacturing units viz.. Kalol and Kandla in Gujarat and Phulpur and Aonla
in UP with a total production capacity of 2.6 million tons of urea and coriplex fertiliser. Ason 1st April.
1999, the urea capacity of IFFCO stood at 3.2 million tons. The year 1999 has becn a year of great
achievements for IFFCO. The Society had also completed 32 years in the service of the farmers. In
order to make the country self-reliant in foodgrain production, the Society contributed its share by
attaining highest-ever capacity utilisation. During the period April-March 1998-99, IFFCO achicved
an overall capacity utilization of 115% in the case of Nitrogen, and 162% in case of P205. IFFCO has
sold 4.62 million tons of fertilisers material during April-March 1998-99 and has earned a pre-tax profit
of Rs. 3.458 million during this period.
6937
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The Phulpur plant bagged the FAI Award for the ycar 1997-98 on Environmental Protection. The
Kandla Unit won FAT Award 1997-98 and 1998-99 for Best Overall Performance of an operating ferti-
liser plant for P205. The Marketing Division received ISO-9002 Certification in June 1998 on Quality
Assurance and Marketing activities. IFFCO markets its products exclusively through the cooperative
nctwork and its sales performance has all along been commendable from the beginning of commercial
production. The thrust of marketing philosophy is to strengthen the cooperative distribution system
at the primary agricultural societics level so that they cmerge strong to face the competition in the
open market. The Society has achieved a sales turnover of Rs. 38.240 million during 1998-99.

Principles of Cooperation put into Practice
-the IFFCO Model

The image of a “truc coopcrative”™ depends on the extent it faithfully translates the Cogperative
Principles into practice. Cooperatives arc based on the values of self-help. sclf-responsibility, democ-
racy, cquality, equity and solidarity.

The universally-accepted Principles of Cooperation are: {01] Voluntary and Open Membership; [02]
Democratic Member Control: [03] Member Economic Participation: {04] Autonomy and Independ-
ence: [05] Education. Training and Information; [06] Cooperation among Cooperatives. and [07]
Concern for the Community.

The Socicty has tried to blend its business operations with cooperative methods and techniques.
Some instances of this operating philosophy arc given below:

a.  The membership of IFFCO is open to all cooperative societies from primary level in the village to
district, state or national cooperative federations of agricultural, credit. marketing, processing,
supply and other agricultural cooperative societies. These societies chosc to become members
of IFFCO voluntarily without being subjected to any economic pressurc or governiment regula-
tions. They have contributed willingly to the share capital of IFFCO. Over the vears, IFFCO has
grown from strength to strength from a membership of mere 57 societies in 1967 to 35.482 in 1999.

b.  The affairs of the Socicty arc governed and supervised by a democratically-clected body which
guides the management of IFFCO. IFFCO Board is a mix of elected and nominated members,
which manages the organisational affairs and administration through the Chief Executivei.e..
Managing Director. Marketing Director and the Finance Director who arc appointed by the
Board of Dircctors with the approval of Appointments Committee of the Cabinet of the Govern-
ment of India.

c.  The member-cooperatives have been participating in the share capital of IFFCO and contributed
an amount of Rs. 788 million in 1998.

d.  The 30-member Board of Directors of IFFCOQ is responsible for direction and management afTairs
of the Socicty within the broad policies laid down by the Representative General Body. The
Board consists of 12 representatives from the state federations. 5 directors nominated by the
Government of India. 8 directors clected by the Representative General Body, Chairman of
National Cooperative Union of India. Managing Director of National Cooperative Development
Corporation, and three Functional Directors which include the Chief Executive/Managing Di-
rector, Finance Director and the Marketing Director.

e.  Keepingin view the specific requirement of an arca, IFFCO has evolved various programmes for
the benefit of farmcr-members. These generally include demonstrations on farmers’ fields, ficld
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days, farmers™ meetings, crop seminars, various agricultural campaigns, distribution of agricul-
tural implements and plant protection equipment etc.

To assist agricultural rescarch, the Society has established 15 Professorial Chairs in several
universitics and institutions of higher learning in India in the disciplines of Agronomy, Soil
Science. Extension, Cooperation. Agricultural Economics and Fertiliser Technology including a
Professorial Chair at NCUI's Vaikunth Mchta National Institute of Cooperative Management
[VAMNICOM], Pune, India.

IFFCO organises training programmes for cooperative personnel at grassroots level who are
actively in contact with the farming community. The cooperative personnel arc trained about the
package of practices for various crops. balanced fertilisation programme, efficient fertiliser usc.
fertiliser logistics and also rural marketing technigues. IFFCO also organises seminars on “Fer-
tiliser Marketing through Cooperatives™ at its Fertiliser Marketing Development Institute [FMDI].
Gurgaon, for cooperative personnel and field workers.

IFFCO has made significant contribution towards the cooperative education programme through
National Cooperative Union of India [NCUI]. Each year a handsomc amount is being paid from
the profitand since 1985-86 a total of almost Rs. 104 million has been paid towards the coopera-
tive education fund by IFFCO, the highest contribution paid to NCUI by any single organisa-
tion in the country.

IFFCO has promoted a sister-organisation, Krishak Bharati Cooperative Limited [KRIBHCO|
with an investment of Rs. 970 million to its share capital. It has also invested Rs. 100,000 cach in
the Indian Tourism Cooperative Limited [COOPTOUR] and National Films and Fine Arts Coop-
erative Limited [NAFFAC]. The Socicty has also made an investment of Rs. 100,000 in
Maharashtra State Cooperative Bank Limited. It has also promoted The Cooperative Rural
Development Trust [CORDET] which provides practical training to the farmers to improve their
skills in agricultural production, dairy. horticulture, poultry, fisheries. The Trust also inculcates
professional leadership at village Ievel.

The IFFCO is an active member of the International Cooperative Alliance [ICA]. National Coop-
erative Business Association of the United States [NCBA]J and Agriculturc Cooperative Devel-
opment International | ACDI]. The Marketing Director is currently [since 1998] the Chairman of
the ICA Regional Committee on Agriculture for Asia-Pacific.

Cooperatives, as organisations, exist for the benefit of their members. Cooperatives have spe-
cial responsibility to ensure the development of their community economically. socially and
culturally. Asan organisation that is keenly interested in the development of farming commu-
nity, the IFFCO initiated the Village Adoption Programme in order to bring about an overall
improvement in the quality of life of the farming community through integrated rural develop-
ment.

Special Features of IFFCO’s Strength

The organisation is basically an industrial house. The distinctive feature is that this organisation is
run as a cooperative enterprise and which is owned by the farmers. In its operations the basic
strengths are the highest technological and professional methods and techniques employed and an
active collaboration with its constituents established i.e., the cooperative members. Since the organi-
sation touches the most critical segmients of life of farmer-members, special attention is paid to the
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ambicnt arcas. Thesc include. among others. cooperative development strategics. members” develop-
ment and that of their institutions. member participation. rescarch and development. inter-action with
industrial partners, staff development. concern for the community and participation in national and
international activities. institutions and prograrmes. A brief description follows:

IIFEDC Project: The Indian Farm Forestry Development Cooperative Limited [IFFDCY has been
promoted by IFFCO and registered as a multi-state cooperative socicty. At present, the IFFDC is
maintaining a pilot forestry projcct of IFFCO started in 1986-87 and also the IFFDC project sponsored
by [FFCO and India-Canada Enviromment Facility [ICEF] for a period of 5 vears since April 1995, Asin
March 1998. 16,000 ha of land has been afforested through the formation of 120 primary farm forestry
coopcratives.

Special Projects: To facilitate transfer of technology. certain special projects have been launched in
the areas of dry land agriculture, tribal/backward area development. land reclamation, bio-fertilisers,
bio-pesticides, plastics in agriculturce. farm implements. micro-irrigation system, Integrated Plant Nu-
trient Management System [IPNS]. wasteland development. watershed management. The FAO-col-
laborated project on IPNS envisage bringing out an IPNS manual based on IFFCO-IPNS experience for
extension workers and others. Pilot work on Integrated Pest Management [IPM] was also introduced
at sclected locations.

Transfer of Technology: IFFCO has engaged more than 600 graduates and post graduates in agricu'-
ture to propagate balanced fertilisation and help disscminate the latest agriculture technology to the
farming community.

Corporate Planning. In order 1o meet emerging challenges and retain its status as the largest pro-
ducer and distributor of chemucal fertilisers in the country, a comprehensive nmedium-term plan entitled
Vision 2000 has been preparcd which cnvisages expansion of the existing units, setting up of grass-
roots urca production units inside and outside India. It is also contemplating to launch Vision 2005
which will focus on strengthening the cooperative system and infrastructure.

Total Qualitv Management [TOM]: The IFFCO from its very beginning, has been emphasising on
quality in every aspect of organisation which has become its thrust area. New quality systems are
being implemented and the coveted [SO-9001 Certification has been received by its Kalol Plant for
quality assurance in production, installation and services. The Marketing Division has acquired ISO-
9002 Certificate from BVQI in Junc 1998 on the scope of “Marketing Fertiliscrs, Strengthening Coop-
cratives and Providing Scrvices to the Farmers and Rural Community”. [FFCO’s production units are
also contemplating award of ISO-9002 and ISO-14000.

[Tuman Resource Development: With a view to meeting challenges and harnessing new opportunities
arising consequent to the economic liberalisation, IFFCO’s HRD policies aim at a holistic approach to
improving all aspects of the organisation. [FFCO, as a foresighted employer. is conscious about the
welfare of its emplovecs and their families. To achieve this objective. IFFCO has promoted inter-unit
sports festivals. quiz contests. cultural programmes. etc. which have been very successfully organ-
iscd in different locations and at regular intervals.

Cooperative Development Plan of IFFCO

All along. IFFCO has followed a policy of educating the farmers about the usc of feftiliscrs, through
its ficld staff at the grassroots level. The scheme is for the promotion of cooperatives extending
bevond the agriculture sector. Besides strengthening the cooperative fertiliser distribution system,
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IFFCO is contributing to the improvement in the health of grassroots level cooperative socicties by
paying regular dividends. quantity and patronage rcbatcs. In addition. a large number of cooperative
seminars, training programmes for cooperative personncl. promotional and extension programmes are
undertaken to strengthen Indian cooperative sector. IFFCO has planned to adopt 500 village coopera-
tives in the first phase of development. In all 1,500 societics will be devcloped. These societies are
provided financial. infrastructural and managerial assistance.

The IFFCO has promoted [FFCO-NCDC societies and has instituted annual awards for ‘Best Coop-
erator’ and “Sahakarita Bandhu’ |Cooperative Brother]. to honour the individual contributions
made for the development of cooperative philosophy in the country. IFFCO has made significant
contribution towards the cooperative education programnic through National Coopcrative Union of
India [NCUIJ. Other development programines are: Strengthening management services. corporate
planning. market planning & rescarch. HRD and R&D. promotion and participation in cultural devel-
opment, utilisation of the creativity and innovativeness of cmplovees and members of their familics
and fostering a sensc of belonging, involvement and commitment to the objectives for its continucd
success.

Collaboration with the ICA and
its Regional Office for Asia-Pacific

The IFFCO was admitted to membership of the International Cooperative Alliance JICA] in the year
1979. Since then the relationship between ICA and JFFCO has grown stronger. Our participation in
ICA Congresses. technical seminars. workshops and training programmes has always been acknowl-
edged and recognised positively. IFFCO oflicials have contributed in crystallising several basic
issues for the development of cooperatives particularly int the Asia and Pacific Region.

The IFFCO had participated in a project study on “Cooperative and Environment for Sustainable
Development™ conducted jointly with [CA ROAP in 1992. The Study included analysing the role of
cooperatives in environment management in five countries of Asia viz.. India. Indoncesia. the Philip-
pines. Thailand and Japan. As a result of this field study. a publication entitled ~Cooperatives and
Environment” written by Dr G.C. Shrotriva of IFFCO and Dr Daman Prakash of ICA was issued. The
Gender Advisor from the ICA Regional Office serves on the Technical Steering Commmiittee of the
IFFDC. A senior officer of the Marketing Division has served as a Consultant-cum-Coordinator for
the 13th ICA-Japan International Training Coursc on “Strengthening Management of Agricultural
Cooperatives in Asia-Pacific ™ a part of which was held at EMDI. Gurgaon. in January-February 1999,
The IFFCO Managing Director had participated and initiated topical discussions at the International
Cooperative Agricultural Orgaunisation of the I[CA. The Marketing Director had actively led the ICA
Regional Committee on Agriculture for Asia and the Pacific as its Vice-Chairperson. and since 1998.
has been its Chairperson. The successful conduct of 14th ICA-Japan international training pro-
gramme at FMDI during the period January 02-Fcbruary 16 2000 is cnough indication of IFFCO’s
growing relationship with ICA.

The compilation and editing of the technical papers presented by the IFFCO faculty resulted into the
publication of a technical book entitled “Paradigm Shift in the Management of Agricultural Coopera-
tives in Asia”. The publication funded by the IFFCO was published under the joint banner of the ICA
ROAP and the IFFCO. The papers presented at the 14th training course by the IFFCO faculty members
and other guest spcakers have now been compiled and edited by Dr Daman Prakash of the ICA and
our Chief Manager. Dr GC Shrotriva and the present book entitled “Total Quality Management Prac-
tices in Agricultural Cooperatives in Asia” has been published jointly by the ICA ROAP and the
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IFFCO. The two publications have been our major contributions to the literature on agricultural
cooperatives in Asia.

Being a fertiliser producing and marketing cooperative, IFFCO is always interested in agricultural
development activities of cooperatives in India. We have shared this experience with other coopera-
tives of developing nations. Most of the delegations coming from Asia-Pacific and other Regions
have paid visit to our various adopted villages. agricultural extension activities, and met with senior
level officers and field workers. The IFFCO has, all along, played an active role in the Agricultural
Committee Meetings and technical discussions.

“Cooperatives, as organisations, exist for the benefit of their members. Cooperatives have special
responsibility to ensure the development of their community economically, socially and culturally.’
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Chapter-04

IFFCO’S March Towards the New Millennium

D.K. Bhatt

Born as a multi-unit Cooperative Society on 3rd November 1967, IFFCO blossomed into the largest
manufacturer and distributor of fertilisers in India. With an authorised capital of Rs. 10,000 million,
is membership extends to over 35,000 cooperative societies through which its products — NPK,
DAP and Urea — are channelised in 22 states and two union territories in the country. The Society
came into being with a modest equity capital of Rs.0.6 million in 1967-68 that grew to Rs.3,838.7
million in 1998-99. It realised its dreams of acquiring an impregnable status of global fertiliser
major by expanding its production facilities at Aonla, Kalol, Phulpur and Kandla in quick succes-
sion. During 1998-99, IFFCO sold the highest 3.34 million tons of urea while the total sales of Urea,
NPK and DAP also stood at an all time high of 4.62 million tons. The Society earned a pre-tax profit
of Rs.3458.1 million during 1998-99. The Marketing Division was awarded ISO-9002 Certificate
Jor marketing fertilisers, strengthening cooperatives and providing services to farmers and rural
comniunity.

Right from the beginning IFFCO has been straining every nerve to inform and educate farmers
through dedicated field team at the grassroots level. Its need-based educational and promotional
programmes like crop demonstrations, field days, farmers’ meetings, seed multiplication, village
adoption, crop seminars, special campaigns are proving to be effective in transfer of technology. Mr
DK Bhatt is the Executive Director of the Marketing Division of the IFFCO.

The IFFCO is Born

The Indian Farmers’ Fertiliser Cooperative Limited, popularly known as IFFCO, has emerged as the
pioneering venture in the Cooperative Sector. Born as a multi-unit cooperative society on 3rd Novem-
ber 1967, IFFCO witnessed a meteoric rise and blossomed into the largest manufacturer and marketer
of fertilisers in the country. With an authorised capital of Rs. 10,000 million, its membership extends to
over 35,000 cooperative societies through which its products — NPK. DAP and Urea — are channelised
in 22 states and two union territories in the country. The society came into being with a modest equity
capital of Rs. 0.6 million in 1967-68 that grew to Rs.3,838.7 million in 1998-99. It realised its dreams of
acquiring .an impregnable status of global fertiliser major by expanding its production facilities at
Aonla, Kalol, Phulpur and Kandla in quick succession.

IFFCO alone contributed about 17.6% of nitrogenous and 16.3% phosphatic fertilisers produced in
the country during 1998-99.

Plants

IFFCO has to its credit four state-of-the-art fertiliser plants at Kalol and Kandla in Gujarat and Phulpur
and Aonla in Uttar Pradesh with a total capacity of producing more than 4.7 million tons of fertiliser
material.
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During the year 1998-99 these plants achicved an all time high record production of 3.61 million tons
of urea and 1.30 million tons of NPK/DAP. thus totaling a quantity of 4.92 million tons of fertiliser
material registering capacity utilisation of 115% for nitrogen and 162% for phosphate.

The biggest ammonia-urea complex in the world. based on naphtha as feedstock. the Phulpur plant
was crowncd with FAI's Best Environment Protection Award during 1997-98 while Kandla Unit bagged
FAI's Best Overall Performance Award for the same year. With the commissioning of all the four
expansion Projccts within the time schedule and costs. IFFCO has set a record by any international
standard, thus fulfilling its dream of Vision-2000).

Sales & Financial Performance

On the sales front the [FFCO surpassed its own previous record and c¢stablished new landmarks.
During 1998-99. IFFCO sold the highest 3.34 million tons of urca while the total salcs of Urea. NPK and
DAP also stood at an all time high of 4.62 million tons. The Socicty earned a pre-tax profit of Rs. 3.458
million during 1998-99. The Marketing Division was awarded [SO-9002 Certificate for marketing
fertilisers, strengthening cooperatives and providing services to farmers and rural community.

Fillip to Rural Development

Right from the beginning IFFCO has been straining every nerve to inform and educate farmers through
dedicated field team at the grassroots level. Its need-based educational and promotional programmes
like crop demonstrations. ficld davs. farmers™ meetings. secd multiplication. village adoption. crop
scminars. special campaigns are proving to be effective in transfer of technology.

The society has also pressed into service 167 Farmers™ Service Centres spread over length and
breadth of the country for extending technical guidance and making available all vital agro-inputs
under onc roof especially for small and marginal farmers. Special projects on different aspects of hi-
tech agriculture such as drip trrigation, bio-pesticides, bio-fertilisers, use of plastics in agriculture.
agriculturc implements. watershed management. wasteland development, micro-irrigation ctc.. have
also been launched.

External Investments

Apart from its own growth and service to farmers, IFFCO has made investments in Krishak Bharati
Coopcerative Limited [KRIBHCO]. Godavari Fertilisers and Chemicals Ltd. |[GFCL). Industries Chimiques
Du Senegal [ICS], Indian Potash Limited {IPL|, Maharashtra State Cooperative Bank Ltd.. India Tour-
ism Cooperative Limited [COOPTOUR] and National Film and Fine Arts Cooperative Limited
INAFFAC].

New Ventures

Enhancing Production Capacity: The Society is planning to sct up grassroots urca plant at Nellore
in Andhra Pradesh to fill the gap between demand and supply of nitrogenous fertiliscrs in the country.
This project will have a capacity of producing 0.72 million tons of urea per annum. It is also exploring
the possibility of participating in joint venture for Ammonia/Urea plants abroad along with Indian
partners in Iran and Oman.

Liquid Cargo Jetty: IFFCO’s own liquid cargo jetty for unloading liquid raw matcerials i.e.. phosphoric
acid and ammonia for Kandla was commissioned in May. 1998 and is fully operational now.
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Computers and Communication: IFFCO has introduced modern decision support systems to in-
prove and support the management at the head office, plants, marketing offices and field offices. A
number of application softwares have been developed for strengthening managerial control and
improving operational efficiency. It has been done through a well-knit computer-link through NICNET
Satellite Communication. Local Area Network [LLAN] has also been introduced at all the zonal offices
for better coordination and monitoring of a multitude of activitics. The Wide Area Network [WAN]
has been established in the Socicty providing the users with the facilities of e-mail, electronic workflow,
access to Internet and IFFCO’S own I[nternet called "IFFCONET". Efforts arc on to further thesc
networks to remote arcas for providing technical information to the farming community.

Social Development Programme

The Socicty initiates development of model agricultural villages through village adoption. Many of
the 465 villages adopted are economically backward. Development of drvland farming, reclamation of
soils, production of quality seeds, and increasing rice productivity in potential areas as well as
development of tribal and backward belts are also being undertaken.

As a tribute to freedom fighters, IFFCO got compiled and published a collcction of patriotic poems.
songs, lyrics sung during the freedom struggle especially between 1857 and 1947. The book in Hindi
entitled ~Azadi Ki Agni Shikhayen™ was releascd last year and distributed free of cost.

“YVision-20058”

The Society is formulating another five-year plan titled “Vision-2005" for further growth and develop-
ment which apart from further enhancing the production capacity by setting up new grassroots
plants. joint ventures outside India. exploring diversification schemes will also focus on strengthen-
Ing cooperative system and cooperative infrastructure.

“It may be important to realise that in most poor, food insecure areas and countries, the two greatest

potential resources available to address the problems of hunger and malnutrition are the local
people and the agricultural productivity of land and water. To make sustainable improvements,
investments will be needed in both of these resources. Investing in people will need to come in the
form of education, clean water and sanitation, health and social services and when needed, direct
food and nutrition support. Such investments are essential if the corresponding investments in
agriculture and its productive sub-sector are to pay off. 4 hungrv and malnourished population can
neither work, nor learn nor prosper.”
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Chapter-05

Management of Food Security
and Contribution of Agricultural Cooperatives

S.L. Tripathi

The root cause for non-availability of adequate quantities of nutritious food is the poverty. In India
alone nearly 320 million people live helow poverty line. Nearly 50% of the children below 5 vears
of age are malnourished. Since mothers are malnourished, one-third of the newborn are of low
weight. Poverty has been identified as the root cause for household food in-security and therefore,
actions that are related to attaining food security would necessarily have to be linked to the issues
of poverty alleviation. The vulnerable groups include marginal farmers landless or temporary
labourers, small-scale fishermen, forest labourers, urban poor etc. Within these groups again the
niost affected lots are the children and the women.

In essence, the issues of food security can be broken down to production of foodgrains, price policy,
public procurement of foodgrains, price policy, public procurement of foodgrains, buffer-stocks,
public distribution and international trade on one side, and population policy and planning and
overall socio-economic development policy especially those related to income and employment
generation, education, health, safe drinking water, housing and sanitation, on the other. Dr Tripathi
until recently was the Chief Director [Cooperation] with the Government of India in the Ministry of
Agriculture. He had served the Vaikunth Mehta National Institute of Cooperative Management-
VAMNICOM, Pune as Professor on IFFCO Chair.

Introduction

Food clothing and shelter are the fundamental of human rights. Without food nothing happens - no
economntic and social development, no political developient etc. History shows that under nutrition
whether caused by war, drought, poverty or natural disaster has always caused widespread suffer-
ings to humanity. Freedom from hunger, therefore. remains a long cherished goal for the humanity.

Food security means access by all people at all time to safe and nutritious food to maintain a healthy
and active life. It is a life free from the scourge of malnutrition and starvation. The food sccurity.
therefore, entails long-term as well as short-term strategies for making adequate quantities of nutri-
tious food available to the entire populace of the country. The long-term strategy deals with devising
prospective plans to raise agricultural productivity and ensuring national food supplies, while the
short-term strategy deals with mecting the immediate food and nutritional nceds.

It is estimated that nearly 840 million people world over are chronically under-nourished. unable to
grow or obtain enough food to lead a healthy and active life. This population includes more than 200
million children under the age of 5 years who go to bed hungry every night or lack essential protein
and calories required for their growing bodics. The chronically under-nourished populace live in the
Third World countries comprising of Africa, Latin America. Asiaand so on.
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Levels of Food Security

There could be three levels at which food security could be ensured. These arc. houschold level.
national level and global Ievel. A bricf description follows:

Household Food Security: At the houschold level. food sccurity could be defined as the capacity of
the family to procurc a stable and sustainable basket of food to ensure adequate dictary intake for
cach member of the family at all times in order to Icad an active and healthy life. In individual housc-
hold. food security is a daily concern of consumption and inter-houschold resource allocation. Each
household. therefore. strives to fulfil the demand of obtaining adequate. available and affordablc food
to fulfil the needs of the family members. The majority of houscholds in the Third World countrics.
belonging to the marginalised sector of the society. lack cither the productive resources to produce
enough food or cconomic rccourse |poverty] to obtain food through the market system. which. in
turn. lcads to a tenuous food sccurity situation. Often ignorance of thc public distribution svstem or
inadequate market facilities hampers access to food among certain sub-groups in a community,

National Food Securify: The national food security refers to the avatlability of cnough food for the
entire populace of the country. This could be ensured by increasing term production through the
adoption of modern farm technologics. avoiding post-harvest losses through scientific storage and
processing. For the purpose long-tcrm and short-term stratcgics at macro-{National] level have to be
devised by the countrics. This could include making available adequate quantitics of quality sceds.
fertilisers. agro-chemicals. water. storage. agro-processing facilitics and suitable land-tcnure svstem
etc.

Besides. increasing farm production within the country. in case of need. efforts should also be made
to import foods to meet the requirenmicnts of the population of the country as a short-term measurc.
Every nation. therefore. will have to have long-tcrm as well as short-term policics for ensuring food
security.

Global Food Security: In order to meet the {ood security globally. efforts should bc made to provide
food to the hungry nations in case of needs such as drought. natural hazards etc. For this purposc.
international organisations such as Food and Agriculturc Organisation of the United Nations [FAO]
is making efforts to increase food production world over. The World Trade Organisation | WTO} is
trving to regulate marketing of agricultural commoditics world over.

Poverty is the Main Cause

The root causc for non-availability of adequate quantitics of nutritious food is the poverty. In India
alone necarly 320 million peoplc live below poverty line. Nearly 50% of the children below S years of age
arc malnourished. Sincc mothers are malnourished. one-thirds of the newborn arc of low weight.
Poverty has been identified as the root cause for houschold food in-security and therefore. actions
that are rclated to attaining food security would necessarily have to be linked to the issues of poverty
alleviation. The vulnerable groups include marginal farmers landless or temporary labourcers. small-
scale fishermen. forest labourcers. urban poor etc. Within these groups again the most affected lots arc
the children and the women.

The under-nutrition. therefore, is not only just a manifestation of poverty but perpetuates poverty as
well setting off a vicious circle. The food sccurity is a complex issue having several dimensions such
as poverty, unemployment. famine, natural hazards, gender discrimination. equity. starvation. popula-
tion growth. political rcasons and so on.
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Basic Issues Involved

The overall food security at the national level entails three basic issucs viz., availability. stability and
accessibilitv. Availability of enough food for all can be attained through increasing agricultural
production within the country and also fostering international trade to import food. if necessary. The
stability calls for undertaking appropriate pre-cmptive steps through which harmful. suspended and
inter-annual instability of supplies of food can be reduced. Built in stability needs to be installed in the
production. prices. marketing and distribution systems. Natural and man-made disasters can often be
anticipated and cven prevented. Prompt and cfficient emergency service mechanism. which is already
in place. can largely mitigate the sufferings of people displaced or affected by natural calamities.
Accessibility to adequate and safe food by all may be made possible be carcfully taking into consid-
cration the important factors followed by sound governmental interventions and policies. The vast
majority of malnourished. either cannot produce or cannot afford to buy cnough food. They do not
have. in the first instance. adequate access to natural resources, jobs, income or social sccurity.

In essence. the issues of food sccurity can be broken down to production of foodgrains. price policy.,
public procurement of foodgrains. buffer-stocks. public distribution and international trade on onc
side. and population policy and planning and overall socio-cconomic development policy espectally
thosc related to income and cmployment generation. cducation. health, safe drinking water. housing
and sanitation. on the other,

Food Situation

Although remarkable progress has been made during the last 25 vears on the food production front.
but with the rapid increasc in the population in developing countrics. this progress has been negated.
Though India has kept famine and starvation at bay thanks to the investiment in agriculturc and Green
Revolution — the food situation. however, remained erratic. There has been a drastic slow down of
agricultural growth in the world in the first half of the "90s when cercal output stagnated and fluctu-
ated widely leading to fall in per capita production. Since the nincties average annual growth foodgrains
in India. for example has been 1.73% as compared to annual average population growth of 1.85%.
speaking loudly of the challenges that stare us.

The rate of growth of foodgrains in the traditional Green Revolution arcas of Punjab. Harvana. West-
crn UP secm to be much lower than that of all the all-India growth rate. The stagnation or declinc of
growth rate has been ascribed to the onset of second generation problems - essentially comprising of
soil fatigue duc to intensive agriculture. saturation of HY Vs in terms of vield. coverage and abscence
of any significant technological breakthrough. declining response to higher input use especially of
fertihiser. declining water table and the increasing incidence of water-logging and salinity.

Sccond sct originates from the increasing pressurc on national agricultural sector to meet the de-
mands triggered by rising population, growth decline in people’s income, change in expenditure. and
consumption pattern and commercial requircments i the backdrop of the progressive deterioration of
the quality of our production environment. The assumptions of food demands vary from source to
source.

Against india’s Planning Commission’s estimates of 300 mmition tons of foodgrains by 2007, the World
Bank projects a demand for 2000 at 205 MT on a growth ratc of GDP at 4% p.a. Planning Commission
cstimates 219 MT as demand by 2000 at a projected growth of 2% p.a. and Lester Brown of the World
Watch Institute [WWI] in “Full Housc and Who Will Feed China™ estimate India will be forced to
nmport upto 45 MT of foodgrains by 2030. Amidst these speculations. this year's | 1998] estimated
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production of 202 million tons is hcartening specially against the anticipated current necd of 200
million tons of foodgrains. However. we need to reassurc that our performance is sustained through
persistent efforts backed by continued technological innovations and a holistic orientation towards
cnvironment and sustainability.

Some Significant Developments
Here are some of the important and significant developments that seem to have profound influencec on

the world food and economic environment scenario;

a.  Economic stability and structural adjustment policies significantly affecting agriculture and
trade. which remained. extended further with the advent of the WTO:

b.  Concerns about natural resource depletion and degradation and the environmental aspects of
food quality also incrcased attention to sustainable and environmentally sound approach:

c.  Decreasing flow of international development assistance especially in the arcas of agriculture
and rural devclopment:

d.  State involvement in development — in research, extension. infrastructure ctc. - gradually de-
creasing the emergence of new actors - NGOs, Self-Help Groups [SHGs], regional development
banks, private scctor with involvement of direct foreign investment:

e.  New methods of collecting and analvsing information on global food and agriculture making it
possible to draw up prompt and effective plan of action:

£ Revolution in communication and information technology that reduce the response time and
quality of intervention; and

g.  Advances in agricultural sectors and technologies especially in the areas of biotechnology that
can revolutionise the production scenario.

Policy Interventions

With this backdrop. the question that will continue to engage our attention is how to ensure that all
people get access to good quality, safe and nutritious food or in the words of Noblc Laurcate Amartva
Sen “the issue of food entitlement™. The answer 1s as complicated as the enormity of the problem
having several economic, political. social and environmental dimensions. Admittedly, the challenge of
food security calls for action on many inter-related areas at the policy formulation levels, such as:

a.  Adopting overall development strategies and micro-cconomic policics that would create condi-
tions for growth with equity;

b.  Accelerating growth in the food and agricultural sectors and promoting rural development that
consciously focuses on the poor:

c.  Improving access to land and other natural resources with clear focus on sustainability and
conservation:

d.  Providing crcdit for poor households in an easy, adequate and convenient manner,;

€. Introducing more and more income-generating schemes and programnies strengthening the
wage employment framework;

f Stabilising food supplies through an cfficient, people-friendly, safety-net system -specially
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cnsuring effective coverage to the vulnerable people. the marginalised sections of the commu-
nity. the women and the children:

g Improving emergency preparedness in planning providing food aid. and strengthening the on-
going mechanisms of household food sccurity: and

h. Increasing emplovment opportunities — especially at the rural level to sce that the economy
offers an opportunity to evervone for better income and cmployment gencration so that the
poor can access food through enhanced purchasing power.

Contribution of

Agricultural Cooperatives

Agricultural cooperatives have been playing a significant role in ensuring food security in various
ways such as:

a.

b.

Providing Agricultural Inputs including Credit: the Central Cooperative Banks through Pri-
mary Agricultural Credit Societies [PACS| meet Short-term credit needs of the farmers. The
Coopcrative Agricultural & Rural Development Banks [which were carlier known as land devel-
opment banks] meet investinent credit needs. The PACSs are also distributing farm inputs like
secds. fertiliser. agro-chemicals and farm implements thus ensuring agricultural production;

Marketing of Farm Produce: The marketable surplus of farm produce such as foodgrains,
pulscs. oilseeds etc. are marketed by the cooperative institutions like agricultural marketing
socicties at the grassroots level, state marketing federations and the National Agricultural
Cooperative Marketing Federation of India [NAFED] at the state and national levels. The export
and import of agricultural commodities is handled by the NAFED. The marketing structure
ensures remunerative prices to the farmers. which is so essential for sustainable growth of the
agricultural development. Besides, the Government of India schemes of “Minimun Price Sup-
port”, in case of foodgrains, oilseeds and pulses. and “Market Intervention Schemes” in case of
perishable agricultural and horticultural commodities, are implemented through the NAFED.
These schemes protect farmers from distress sales of farm produce, thus providing help in
agricultural and horticultural development on a sustained basis:

Agro-Processing: In order to provide the benefit of value-addition and also protect farmers of
sugarcanc and other bulky commodities like cotton, cooperative units in thesc sectors have
been encouraged. These are sugar mills, rice mills, daal mills, cotton-ginning and pressing
cooperatives, jute-ginning and pressing cooperatives, oil processing cooperatives, coopera-
tive paper mills, cooperative distillcries, dairy cooperatives, vegetable, powerloom cooperatives
etc. have been established. These cooperatives not only add value but also increase the shelf
life of the perishable commodities; thus ensuring food supplies and sustained agricultural
development:

Storage: With a view to minimise the storage losses, scientific storage facilitics such as cold
storage. in casc of fruits and vegetables warehousing facilities in other commodities have been
extended through the organisation of the cooperative societics and warchousing corporations.
These also help in agricultural development on a sustained basis: and

Production of Fertiliser: Fertiliscr is the most important inpul for sustained agricultural devel-
opment. In order to ensure availability of fertilisers the Indian Farmers™ Fertiliser Cooperative
Limited |IFFCOJ and the Krishak Bharti Cooperative Limited [KRIBHCO] have been established.
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These cooperatives. besides production of fertiliscrs and agro-chemicals. to a limited extent.
carry out various agricultural development programmes, such as field days, farmers’ training.
ficld demonstrations etc. through their field forcc.

Distribution of Consumer Items

In order to protect the consumers from traders. distribution of consuer items such as foodgrains,
sugar. kerosenc. textile ctc. have been launched after post-World War-11. As of now [1998-99] there are
450,000 retail outlets of Fair Price Shops operating throughout the country. These ensure public
distribution of essential commodities and ensure food security. especially to the poor and vulnerable
groups of the society. However, in order to reduce the multiple implications of enormous food sub-
sidy, the procurement. buffer stocking, storage, transportation etc. are required to be made more
sustainable, efficient and target-oriented. The whole system needs to be revamped to make it better-
managed, clean and need-based. The revised PDS and targeted PDS are attempted to seck improve-
ment in servicing the poor scction of the society in an exclusive manner.

The village employment programmes [¢.g.. JRY. EAS ctc.] and area-bascd targeting | YTDP, RPDS etc ]
are primarily intended to create safety-net through improving their purchasing power, for the disad-
vantaged sections of the community.

Management of Food Security
In order to ensure a sustainable food security system in place some of the action points may be to:

- Ensure an enabling political, social and economic environment designed to create the best
conditions for the eradication of poverty and for a durable peace, based on full and equal
participation of women and men, which is most conducive to achieving sustainable food secu-
rity for all:

- Implement policies aimed at eradicating poverty and inequality and improving physical and
economic access by all. at all times. to sufficient. nutritionally adequate and safe food and its
effective utilisation:

- Pursue participatory and sustainable food production practices in agriculture, fisheries, for-
estry and rural development with pragmatic policies which are essential to adequate and reliable
food supplies at the household, national, regional and global levels. and combat pests, droughts
and desertification, considering the multifunctional character of agriculture;

- Putin place a mechanism that will ensure that food, agricultural trade and overall trade policies
are conducive to fostering food security for all through a fair and market-oriented world trade
system;

- Endeavour to prevent as well as be prepared for natural disasters and man-made emergencies
and to meet transitory and emergency food requirements in ways that encourage recovery,
rehabilitation. development and a capacity to satisfy future needs; and

- Promote optimal allocation and use of public and private investments to foster human resources,
sustainable food. agricultre, fisheries and forestry systems. and rural development, in high and
low potential areas.
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Summing Up

It may be important to realise that in most poor, food insecurc areas and countries, the two grcatest
potential resources available to address the problems of hunger and malnutrition are the local peoplec
and the agricultural productivity of land and water. To make sustainable improvements, investments
will be needed in both of these resources. Investing in people will need to come in the form of
education, clean water and sanitation, health and social services and when needed, direct food and
nutrition support. Such investments are cssential if the corresponding investments in agriculture and
its productive sub-sector are to pay off. A hungry and malnourished population can neither work, nor
learn nor prosper.

The key lesson is the need to take into account the human dimensions of the problem by helping
people help themselves gathering common wisdom and putting up their collective efforts. We need to
find out how to encourage and empower people to secure their fundamental right to food.

“The under-nutrition is not only just a manifestation of poverty but perpetuates poverty as well
setting off a vicious circle. The food security is a complex issue having several dimensions such as
poverty, unemployment, famine, natural hazards, gender discrimination, equity, starvation, popula-
tion growth, political reasons and so on.”
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Chapter-06

Quality Management
in HRD Functions in Cooperatives

C.S. Rao

Product and service quality are becoming national concepts to participate effectively in global
economy. Total Quality Management [TOM] is concerned swith the integration of all efforts in the
organisation lowards quality and customer care. TOM represents a customer-oriented and quality
Socused management philosophy. Total quality management is often regarded as successful largely
due to the commitiment and vision of the people at the top and strong leadership. In TQM process,
leadership to a great extent is inbuilt. The satisfaction of the ultimate user of the products of the
IFECO, the farmer, needs a total satisfaction, and it is, therefore, the ultimate goal of the IFFCO to
provide quality products and quality services fo the end-user. The acquisition of ISO-9002 Certifi-
cation is due to the implenientation of 1M concepls in the organisation in all fields — the products,
the services, board-member relationship, organisation-emplovee relationship etc.

TOM is concerned with the integration of all the efforts of an organisation towards quality improve-
ment, quality development and quality maintenance for meeting complete customer satisfaction. It
develops a culture where each employee can directly participate in areas and decisions concerning
hiswork. HRD is an ongoing and continuous function. It continues to_focus on improving the human
processes in the IFFCO. Dr CS Rao is the ChiefManager [Human Resources Development] in the
IFFCO.

Total Quality Management-TQM

Total Quality Management | TQM] is creating a revolution in manufacturing and service organisations
throughout the world. TQM coupled with other processes such as ISO-9000 International Quality
Systems holds the kev for achieving competitiveness. TQM cannot exist in a vacuum. Suitable tech-
nological and managerial practices have to be continuously adopted to produce “World Class Qual-
ny’.

TQM is intended to bridge the gap by identifying customer [both internal and external] requircments
and taking steps to meet them on immediate and long-term basis. The fecling "Quality costs too much’
is really a myth, since the corporate strategy to focus on quality and customer invariably enhances
market sharc and gives competitive edge and improved profitability.

The Scenario

In the global scenario. a few important cvents have taken place almost simultaneously. The first one
relates to the cconomic unification of European Nations. forming a single large cartel of customers
with uniform policy towards import of goods and services. These customers put together represent
about 22% of the world’s trade and business. This is also coupled with various deadlines when all the
trade barricrs among these nations will go down. All those countries who are doing business with EC
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expect that market forces will intensifv and 1SO-9000 will become a prerequisite for doing trade.

The second event which has happened back at India is the disappearance of controts and regulations
signifving the end of the socalled /icence raj. Economic liberalisation and openness are being pur-
sued now. This might have been triggered off by the fast deteriorating forcign exchange situation and
resultant pressures from IMF or World Bank. but the process has startedand is shaping up in the form
of gradual and phased removal of restrictions.

The failure of socialist model of managing economy in the Soviet Union as a third event has reinforced
the belief of many countries in market-driven economy. In India the economy with little or no protec-
tion will now be governced by open competition. This has focussed the attention of industry on one
aspect of business which has all along been neglected i.¢.. quality. The Indian product has. in general,
been considered as indifferently produced and poorly finished. shabbily packed and lacking in de-
sign, performance and reliability. The situation is fast changing with quality assuming the status of a
corporate strategy. a large number of companies are focussing their thrust on quality.

Quality is a Strategic Issue

World-class organisations have to make major changes in their business performance in their busi-
ness performance and customer orientation as a result of ever-changing global market conditions.
The present era has scen that quality has moved from a shop-floor control technique to a strategy
where it is the driving force of the whole business encircling the entire gamut of an organisation’s
activities.

Several organisations can produce zero defect products but the quality still may not be right. There
are several functions and departments which can let the company down. Many situations have been
observed where the customers arc happy with the product but they are not happy with the company.

At present, emphasis has rightly shifted from mechanisms and methods of controlling quality at the
operational level to total quality management throughout the business cycle with adaptability and
flexibility to improve quality continuously and to meet customer demands cheerfully. Quality is.
therefore, a strategic issue and it should be addressed accordingly. It should be used as a strategic
weapon to meet the challenges of competition. [n short. TQM is an evolutionarv process and has not
appeared overnight. It has moved from [nspection to Quality Control to Quality Assurance and finally
to strategic level as Total Quality Management.

The Big “Q”

Quality has to be adopted as a corporate strategy. There arc lot of lessons to be Icarncd from the
expericnce of applications of universal concepts and processes which make an organisation world
class. The first lesson is to adopt the concept of Big Q™. The term Big "Q™ is a label for the enlarged
scope of managing for quality. The principal features of this enlargement are as follows:

Old Quality s New Quality is;
Technical Strategic

About products About organisations
Led by experts Led by management
For inspectors For cveryone

72



Higher grade The appropriate grade

About control About improvement
About specifications About customer specifications
[Small“q”] [Big Q]

The trend towards the adoption of Big “Q” concept in India is growing fast and is perhaps irreversible.

Achieving World Class Quality

World class quality is the result of several management concepts and processes that are continuously
pursued and implemented in an organisation to impact work culture, work ethics and attitudes of all
the people. It is a combination of many inter linked processes and practices directed at quality and
customer. World class quality, therefore, consists of Total Quality Management, Quality Systems
such as ISO-9000, Management Practices, Changing Technology, Benchmarking and such other
practices.

First-Line Empowerment

Attempts at work force participation have not proved successful. Both unions and management use
such mechanisms as a boxing ring and someone always loses. TQM approach provides an answer to
transform not only employee-employeer relationship but also focusses attention on cconomic devel-
opment. Under the concept of people or front-line-empowerment, the organisation transfers certain
critical responsibilitics for relations with customers to the people down the line. TQM is a “win-win”
approach. Relationships transcend beyond merely the economic give-and-take and everybody works
purposefully, with pride, towards a common goal-total quality.

Workers are empowered to perform work earlier done by supervisors, managers, inspectors and
others. The scope of their job often gets extended across functional lines. The empowerment concept
may extend to include customers and suppliers, both mternal and external.

Quite often, individual jobs become team jobs and workers become team members. The self-supervis-
ing and self-inspecting concepts provide workers with a sense of understanding and ownership
which contributes significantly to the quality of worklife. But. this needs extensive training programmes
to be initiated. Workers have to be trained to perform multiple tasks in order (o provide flexibility in job
assignment. They need to be trained to be competent in all the processes of managing for quality. The
empowerment concept delegates much managerial details to the workers, thereby liberating managing
the business. This leads to reduction in the number of layers of supervision and the flattening of the
organisation chart.

Total Quality Management-TQM

Product and service quality are becoming national conceplts to participate cffectively in global economy.
Total Quality Management [TQM] is conccrned with the integration of all efforts in the organisation
towards quality and customer care. TQM represents a customer oriented and quality focused man-
agement philosophy. Quantum jumps in productivity can be achieved through total quality efforts.
TOQM enhances quality of worklife, employee satisfaction through participation and involvement and
conscquently the image of the organisation. It is a fundamental shift from what has gone before and
is considered a thought revotution in management.
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TOM has evolved and developed into its present form from quality control and quality assurance.
Quality is primarily a customer issue. I arises because customers require products and services which
not only meet the performance requirements but also provide satisfaction in terms of safety, durability
and pride of ownership. In an organisation, the achievement of quality standards is not restricted to
the shop-floor or production department. It extends to all parts of the business from market anatvsis,
conceptual design to marketing and distribution network. TQM. therefore. has to be driven through
the entire range of business activitics.

By involving evervone from Chief Exccutive to the junior-most employee in the society’s quality
mission, the cooperative will be on its way to becoming a total quality cooperative. In TQM. it is not
only the external customer who has to be satisfied but also the internal customers. Each department,
scction and person must recognisc the intcrnal customers and outputs that meet their requirements.
This concept of internal customers and their satisfaction provides the basis for establishing competi-
tive measures. benchmarking, performance targets, better communication and in consequence the
process of continuous quality improvements. This is the truc aim of TQM and the only basis on which
the organisation can achieve world-class quality and manufacturing performance.

A Quality Culture

Total Quality is an approach to improve the effectivencss and flexibility of an orgnisation as a whole.
This is possible only when each function and each person develops an attitude for quality to prevent
and eliminate crrors, waste. rework etc. Teamwork, participation and communication are kevwords in
the process of total quality. Total quality can be achieved by creating this cultural change in an
organistion.

Quality is not the result of gimmicks. tricks or fads: it comes from developing a culture of openness,
trust. fairness. integrity and hard work. Quality, thercfore. is what you make it. Quality can only be
achieved by creating a quality culturc and not by technical application alone. Quality cannot be
imaproved by high investment in technology alone. Quality comes from people. Quality is the result of
attitudes and values. Organisational climate and culture decide the quality of products and services.
TQM provides an opportunity to people to rethink about their value systems and beliefs.

Why TQM Now?

TOM has emerged as onc of the most integrative mechanisms of organisation development and
improvement. It represen’s a complete way of managing an organisation with a focus on quality and
customer. The unrelenting increase in the intensity of commercial competition world-wide demands
that organisations must continuously strive to improve the efficiency of their operations. Quality.
therefore. has become a corporate strategy of doing business. It is no longer an option. it is a positive
requirement. Among many other benefits, TQM results in: Commitied customers: Increased produc-
tivity: Reduced costs: Better profits: Improved institutional image: Emplovee motivation: Team spirit
and increased participation: Improvements in attitudes and value system: Dedicated management:
and Positive organisational culture.

Today. many organisations rccognise that they have to change the way they manage their business.
becausc their traditional customer base is being eroded. They realise that they have to become
competitive and have to follow the leaders in the business. who seek total quality in every sense.
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Defining TQM

"TQM is an approach for continuously improving the quality of goods and services delivered through
the participation of all levels and functions of the organisation".

"TQM is an inlcgrated organisation approach in delighting customers [both external and internal] by
mecting their expectations on a continuous basis through everyone involved with the organisation’s
working on continuous improvement in all products/processcs alongwith proper problem solving
methodology”.

‘British Standard BS-7850 Part 1:1992 on Total Quality Management Guide to Management Principles
defines TQM as *Management philosophy and company practices that aim to harness the human and
matcrial resources of an organisation in the most effective way (o achicve the objectives of the
organisation’.

TOM: “Involve all aspects of business enterprise or the organisation in satisfying customer require-
ments all the time through a system of planning,. control and continuous improvement”.

TQM Model
The Oakland Model defines TQM in a pyramid form with five different components :

- Management Commitment.: The role of leading and introducing change has to stem from the
senior management. The success achieved in TOM directly depends upon their commitment.
The entirec company management has to be committed to it and not just few individuals:

- Customer-Supplier Chains: This concept is at the heart of Oakland model. It is guided by the
improvement in processes and management of these processes:

- Svstems: The systems for quality management needs to be documented to ensure procedure
compliance;

- SPC Tools: One of the important requirements of TQM is to continuously upgrade the process
capability and continuously measure and control performance. This is achicved by applying
statistical process control tools and techniques.

- Team Work: This component means that a culture based on tcamwork. participation and imple-
mented throughout the organisation,

An Integrated TQM Model

It takes ten components to be implemented in an integrated way to achieve total quality. They are
called components as all of them are necessarily required 1o become a total quality cooperative:

L Qualinv Policy and its Communication: A sound quality policy is a fundamental requirciment if
an organisation is to start implementing TOM. The TQM foundation consists of strategic quality
management. exccutive lcadership and a continual focus on the customer. Therefore. the first thing is
a clear vision of where the organisation is going. This must be clearly stated. documented and
communicated in the form of Quality Policy to cvery member of the organisation in a language he or
she understands. This has to be followed by defining clearly the kev objectives and quality goals that
must be achieved if the cooperative is to realisc its vision. The Quality policy helps in creating an
understanding of mission and vision L.c.. onencss 1n the organisation:
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2. Team Work and Participation: The total quality process involved participation of all functions
of an organisation and all the pcople of each function. The complexity of the present day processes
operated in the industry and services places them beyond the control of any one individual. The only
way to tackle such processes is through the use of team working. For cffectiveness, teamwork and
participation should be structured and institutionalised within the organisation. The known and
tested methods of doing this are: Quality Improvement Teams [QIT] or Cross Functional Management
Teams: Quality Circles: and Suggestion Schemes:

3. Problem-Solving Tools and Jechniques: Teamwork and participation which is an important
component of TQM will be cffective only when quality improvement teams use various tools and
technique to identify, analyse and solve problems. The use of tools and techniques will also develop
lateral thinking in the people to bring out the real creative potential in them. An attitude of problem
solving i.e.. "There is always scope for improvement” should pervade the cntire organisation. Prob-
lems, therefore. have to be allowed to surface so that they can be solved:

4. Standardization: Standardization is a management tool for encouraging and securing optimum
utilisation of resources and maximum efficiency of operations through formal establishment of the
most suitable, pre-determined solution and answers to recurring problems and needs. Standards may
be technical specifications and design, procurement, production and control or administrative speci-
fications in supervision and management. They may deal with products. processes, methods, mate-
rial, parts, inspections. tests. procedures or other types of requirements:

3. Design and Implementation of Quality System: The quality system represents an assembly of
organisation structure, responsibilities, procedures, processes and resources for implementing qual-
ity management. It is. therefore. neccssary for cach organisation to develop and use a well-docu-
mented quality system. The ISO-9000 scrics brought out by International Organisation for
Standardisation [ISO} sets out the methods by which a management system, incorporating all the
activities associated with quality. can be implemented in an organisation to ensure the specified
performance requirements and needs of the customers:

6. Quality Costs and Measurements: Pcople used to have a stereotyped belief that high quality
means high cost. It has now been demonstrated that quality improvement programmes really bring
down the cost. It is cstimated that manufacturing companies spend about 10 to 25% of sales revenue
as cost due to poor quality or not doing things right. offering a tremendous potential for saving. Once
the cost parameters arc laid down then measurements can be exercised through bench marking lead-
ing to continuous improvement;

7. Process Control: The emphasis in quality improvement is on prevention and not on correcting
and reworking at post-production stage. Control of proccsses becomes important so that the pro-
cesses do not producc defectives or rejects. The main objective of process control is to immediately
give a feedback to initiate necessary action. Continuous quality improvement is achieved using
statistical process control:

8. Customer-Supplier Integration: Customer Supplier Integration refers to identifying the mutual
needs, expectations and responsibilitics and fulfilling them to the utmost satisfaction of all concerned.
Only then the total quality process ensurcs this integration, “zcro defects” objcctive can be achicved.
The organisation has to extend its quality improvement ¢fforts to its supplicrs. “The next process is
customer” has to be understood and ingrained in the organisation culturc.

9. Education and Traming: Prof K_Ishikawa. onc of the world’s forcmost authoritics on quality
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management considered that TQM begins with education and training must be started in all the
organisations for improvement in skills, knowledge and attitudes on quality™. It is. therefore, neces-
sary to initiate training programmes for cveryone from top to bottom in the organisation on TQM
based on needs analysis on continuous basis:

10.  Quality Audit and Review: Quality audit and management review forms an important compo-
nent of total quality process. It is an independent and systematic examination conducted to compare
the given aspects of quality performance with the standards or specifications. It is carried out by
those people who have no direct responsibility for performance under review. There are generally
three kinds of audit and review which arc performed: Product oriented: Process oriented: System
oriented. Each organisation should develop and institutionalise an internal quality auditing system
for addressing the customer requirements and complaints and internal quality problems.

Thus, TOM is concerned with the integration of all the efforts of an organisation towards quality
development and quality maintenance to meet full customer satisfaction. It develops a culturc where
each employees can dircctly participate in areas and decision concerning his work. It. therefore. builds
positive attitudes in employces towards quality, and respect for other leading to a work place that is
meaningful. TQM. is an approach to improve the effectiveness and flexibility of an organisation, as a
whole. TQM will not succeed if line managers. HRD people and employcees fail to work together. TQM
can’t be brought overnight but can be achieved through a gradual process. It is the single most
important management mctliodology available to achieve and maintain world-class performance and
competitiveness.

TQM is not only the "Aanagement of Quality " but aleg the “quality of Management . It is fitting to
quote here Dr. Deming and Peter Drucker: “You can begin anything vou want, as long as you start
now . -W. Edwards Deming: “IFhat we need to learn from the Japanees is not what to do, but to do it
-Peter Drucker.

Quality Management in HRD functions of
Cooperatives with special reference to IFFCO

Total quality process has to be driven through the entire business and not just a few functions. Quite
often. many companics implement one aspect of TQM and claim success. While it is right that
success can be seen even when a company adopts adhoc interventions of some of the components
of TQM. the real benefits will be realised only when TQM is adopted company-wide. It has alsobeen
scen that cfforts directed at total quality may not provide competitive advantage unless the styles and
practices of human resource management arc coupled with it for continuous change.

The necessary change required for the implementation of TQM arc more in terms of attitudes and
beliefs to make organisations world-class to deliver world-class quality. Mr Suzaki K. [1987] in his
book "The New Manufacturing Challenge - Techniques for Continuous Improvement” suggests: “He
may grasp an idea intellectually, but our hearts may not be in it enough to put it into practice’.
However, changing people’s attitudes for the introduction of total quality process is a daunting task.
It will be possible only when individuals are motivated.

The management practices can be translated in the variety of ways such as. cstablishing a culture
which treats problems as opportunitics for improvement rather than blaming people. Some of the
rclated factors are: 1] Leadership: 2] Encouraging Teamwork: 3] Communication: 4] Trust: 5] Flexibil-
itv: 6] Focus on Problem Solving: 7| Recognition: 8] Quality Awarcness: and 9| Training. A bricf
description of a few of them follows:
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/1] Leadership: Total quality management is often regarded as successful largely due to the commit-
ment and vision of the people at the top and strong lcadership. Leadership. in fact, can take many
styles based on situation and transformational factors. The kind of leadership needed in times of crisis
is very different from is necded in timecs of stability. Leadership is about wanting things to happen.

The responsibility cannot be forced down the throats of the pcople. TQM is management- led. but, to
a large extent, bottom supported activity. Authoritarian styles certainly pose a major obstacle to
success 1n the implementation of TQM. Leadership is about representation of a general consensus
rather than dictating terms of higher performance. Quality is achieved through people by knowledge
and creativity input. skills and discipline. TQM represents a corporate transformation and therefore
this change has to be managed by a strong lcadership.

In TQM process, lcadership (o a great extent is also in-built. For example. the definition of corporate
stratcgy and objectives in the form of quality policy is the first step in TQM, followed by preparation
of quality plan. It cannot happen unless the board room members arc involved.

[2] Encouraging Teamwork: The attention in total quality process has to shift from individuals to
teams. The team working can be very effective if it is accepted as the philosophy of doing jobs and is
supported in action by management. The participative approach is characterised by several types of
employee groups. These are variously known as quality circles. quality improvement teams. cross-
functional managemcnt teams, employee involvement tcams, taskforces. advisory councils. work
groups ctc. The elements of the process of teamwork are as follows:

- The teams would have an objective to develop the tcam members. individual abilities as well as
make improvements for the benefit of the organisation:

- The team members would help each other in solving problems, learning and dev:loping, thus
encouraging good tcam spirit:

- Creativity and innovation would be encouraged. Domination and criticism with the team to be
avoided:

- In such teams. emplovees are cncouraged to participate and not forced:

- All team members arc traincd in problem solving tools and techniques: and

- The support and involvement of management is esscntial.

Trust and cooperation should be the keyword in such participative forums. It is vital that the manage-
ment provides time and resources for the tcams to operate cffectively.

[3] The Poveer of Communication: In TQM. both the internal communicatton within an organisation
and the communication between suppliers and customers are essential requirements to make an
organisation world-class. Communication can be characterised by the supplicrs” depth of knowledge
and their level of understanding of customer requirements. The process depends upon a varicty of
mputs coming from customers and various other people who represent the personal contact between
the company and its customers. The complexity is determined by the degree of involvement and the
level of information sharing resources and knowledge.

[4] Conmunciation for Quality Improvement: Effective communication is a two-way process. Some
of the cssential factors of communication for quality improvements are: Suggestion schemes: Depart-
mental talk-ins: Poster campaigns: Competitions Prizes/Awards and Presentations: Demonstrations:
Housc journals or newsletters: Opinion surveys.
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[5] Training for Quality: Prof K. Ishikawa who is regarded as the father of quality in Japan has said
in his book on ~“What is Total Quality Control-The Japanese Way™ that quality starts with education
and ends with education and training. Training for quality should be continuous to meet not only the
changes in technology but also the changes in the cnvironment of the organisation. Training must be
a part of the company’s quality policy. Training should be planned based on the asscssment of
training nceds and the responsibility should be allocated to a person specifically. The training has to
be linked to the quality performance of the company. Over-training may be better than Iess training -
it would never go a waste.

The concepts, processes and achievement of world-class quality can be suminaricd as follows:

Characteristic

Present Status

In World-Class Quality & TQM

Quality

Definition of Quality

Practised by

Mecasurcment

Quality and Costs

Employee Training

Audit

Technology

Target

Quality is applied to
products alone

Quality ts defined as
conformance to
specifications

Quality is practised
By quality control
specialists

Quality is measured
by perccntage defects

Existing quality s
achieved at high cost

There is limited
Training for emplovees
on quality or

there is nonc

Quality audits are rarc
if ever conducted

Technology is viewed
as static or adhoc
umprovement

Target setting is donc

using Management by
Objectives [MBO]
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Quality is applied in all activities

of the organisation including products

Quality is defined as full customer
satisfaction

In TQM. quality is practised by
everyonc

Quality is measured by process
capability

Better products and services at
lower cost

Training on quality is continuous
to impact attitudes

1t becomes an on-going activity
in TQM

Herc. the concept is changing
technology:the upgradation is
continuous and up-to-datc

Target is sct using PDCA [Plan. Do,
Check and Action] cycle



Primary Commercial

Work force

Role of Supervision

To earn profits
generally with
short-term view

Seen as a cost
Generally taken as

issuing instructions
or top-down

Primary commercial objective
taken as improvement in
competitive position

Seen as an asset
To provide leadership, support and

training with full team work and
participation

manageiment

Driven by Considered as a Driven by top management
routine activity team with Chief Exccutive’s

involvement

Taken as Quality is taken as a Quality is considered as
function-quality and adopted as a policy.
control strategy.

TQMINIFFCO

Setting up of the HRD Section: With a view to cnhancing cmployees capabilities and for attaining
both organisational and personal goals. the HRD Section was set up in the year 1988. The aim of the
HRD was designing appropriate action strategies for strengthening the human resource systems and
organisational processes.

HRD Philosophy: The basic philosophy of IFFCO’s approach to HRD as approved by the Board is
based on the following objectives: a] Creating an ambiance of excecllence in every sphere of
organisational activitics; b} Generating a fecling of confidence, dignity and self-esteem for spurring
people to greater endeavors: ¢] Conferring rccognition and rewards, both tangibic and non-tangible
commensurate with accomplishment of tasks: d] Evolving an organisational milieu. where there is free
flow of ideas and openness and authenticity in interpersonal relations: and e} Enabling the emplovee
to realisc his potential to the maximum extent possible, through sharpening of skills and harnessing of
expertise.

HRD Accomplishments So Far: Broadly. the HRD initiatives can be summed up as having two dimen-
sions: First, Examine the existing Human Resource Development system within the organisation and
~ bringing in appropriate changes through redesigning and integration. This was necessary as
organisational transformation through TQM warrants a thorough understanding of principles behind
human behaviour and the culture of the organisation: and Secondly. Upgrade the variety of skills at
differcnt levels and improve HRD climatc in the organisation.

The following HRD activitics have been conducted so far: 1] HRD Climate Survey: ii] Introspection
workshops: iii] Performance Appraisal System: iv] Induction process. v] Career planning, recruitment
and promotion: vi] Survey on socio-economic impact of IFFCO’s plants; vit] 1SO 9000 certification:
viii] Upgradation of skills and knowledge through: (a) Fertiliser Marketing Development nstitute &
Training Centres all over IFFCO: (b) Cordet: (¢) Motilal Nehru Farmers™ Training Institute: (d) Institut-
ing [FFCO chairs: (e) Training and Visits Programmice: (f) Nominations into programmes within the
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country and abroad; ix] Small Group Activities: x] Cultural Festivals and Sports Meets; xi] Jawahar Lal
Nehru Memorial lectures: xii] Constitution of Manoranjan Clubs & Jagriti Ladies’ Clubs; xiii] Strength-
ening of Cooperatives: and xv] Celebration of 50th year of India’s Independence. These are examined
here one by one:

HRD Climate Survey: A diagnostic survey covering all units was undertaken to find out the percep-
tions of the emplovees on the existing HRD climate and other related sub-systems operating in the
organisation. The survey revealed the need for personal goal setting as a basis for objective appraisal.
appropriate job rotation and relevant training. Accordingly, *Personal goal setting process’ and ‘Role
Analysis Technique™ were sclected as the cornerstone of the HRD Model for toning up of HRD
systems and improving work culture. and skills. To formalise and validate the model, workshops were
conducted at plants by HRD group to analyse the focal role through a svstematic exercise of Role
Analysis at Senior level and identification of key result areas within the organisation for goal setting.

Introspection Horkshops: A series of Introspection Workshops were held under the aegis of ISISD
with the objective of improving the work culture at IFFCO. The participants reflected on the strengths,
weaknesses. opportunities and threats of the organisation.

Performance Appraisal Svstem: IFFCO had been following a trait-centred performance appraisal
system for its cimplovees in the beginning. Organisational Development activities suggested that the
appraisal system was inadequate and deficient. A new Performance Appraisal System was evolved
over a period of two vears taking into account the feedback obtained in 39 base levet and two apex
level workshops conducted by HRD group at units and HO covering nearly 400 officers. The new
system incorporates self-appraisal. performance counseling, potential appraisal and moderation of
ranking,

Induction Process: As trainees were inducted directly at the plant level, a perception of the integrated
organisation was lacking among the trainees. To rectify this, HRD group implemented a new induction
process in which the trainees joined at the corporate office, New Delhi. A feeling of belonging and
awareness was generated among the newcomers by organising Induction Programme at FMDI,
Gurgaon. During this programme, top management group of [IFFCO met the new entrants.

Career Planning, Recruitment and Promotion: As an outcome of the additional departments created
over a period of time and to provide growth opportunities to its employees, there was an overhaul of
the career planning, recruitment and promotion guidelines for IFFCO. This resulted in increased
morale and reduced turnover.

Survey on Socio-Fconomic Impact of IFFCO s Plants: HRD group coordinated an extensive survey
to assess the HRD Climate in the organisation and socio-cconomic impact of IFFCO’s fertiliser plants
and its agricultural and promotional activities. The objective of the survey which began in 1997 was to
examine the employees self-motivation and satisfaction and to look into the socio-economic impact of
IFFCO’s fertiliser plants and its agricultural and promotional activitics.

ISO-9000 Certification: What cannot be measured, cannot be improved. So continuous improve-
ments as a part of TQ approach have to be rationalised with reference to benchmarks. With this in
mind and in order to meet emerging global competition, the Total Quality Movement was initiated to
achieve total employee and customer satisfaction leading to innovation, dynamism, corporate growth
and prosperity. New quality systems were implemented at all the Units to improve the quality of work-
life of the employees. During 1997, Kalol Unit received the coveted 1SO-9001 award from BVQI. The
Marketing Division followed suit and it also bagged the ISO-9002 certification from BVQI during 1998.
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New Aonla Unit and Phulpur Unit of IFFCO are progressing fast to bag [SO accreditions.

Upgradation of Skills and Knowledge: This programme is aimed at improving the ability and capac-
ity of the organisation and of its cmployees to strengthen the overall performance and quality of the
products and services. The following are the methods and nicans emploved:

[a] Training: Behavioural processes arc central to TQM. The HRD section and training
departments at the Units help in not only kecping IFFCO’s 6,000 enmiployees skills updated
and fincly-honed but also add new skills when required. Every employee is given opportu-
nity to develop himsclf. Continuous training and retraining, a positive work culture and
participative stvle of management have led to the developinent of a committed and mioti-
vated work force and enhanced productivity and quality levels. This is evident in the record-
breaking performance of our Society. As compulterisation is fast spreading in the organisation,
Computer training programmes on Windows, Lotus smart suite, Fox pro and Oracle have
been taken up with a renewed vigor and today IFFCO is the leader in IT.

[b] Community development progranues: IFFCO continugs to pay special attention to the
development of employees' spouses and children also. These are Inter Unit Quiz Contest.

[c] Fertiliser Marketing Development Institute [FAMDI]. 1t order to upgrade the skills.
explore the potential for growth and improve the competence of its work force at all levels, a
FMDT has been set up at Gurgaon. FMDI is the nerve centre for Human Resource Develop-
ment at [FFCO. It is primarily meant for imparting training to its employecs and other coop-
erative personnel. A variety of training programines are conducted. Some of them are: 1]
Workmen, supervisors, middle management & senior executives; 2] House wives & children;
3]} Marketing Development Programmes for Cooperative personnel from all over the country;
and 4] International training programmes organised for the ICA. IFDC, etc.

[d] Cooperative Rural Development Trust [CORDIET): IFFCO promoted Cooperative Rural
Development Trust [CORDET] in the year 1979 to provide education and training to farmers
on various aspects of crop production. horticulture, animal husbandry, farm machinery etc.
CORDET has established Motilal Nehru Farmers™ Training Institute at Phulpur. Presently.
the Trust is operating at two places viz., Phulpur in Uttar Pradesh and Kalol in Gujarat. Since
their inception, about 40,000 farmers have been trained. In addition to imparting training
CORDET also produces guality sceds and saplings of fruit, ornamental and forestry plants.

[e] Motilal Nehru Farmers’ Training Institute: Motilal Nehru Farmers™ Training Institute,
Phulpur established under CORDET, is IFFCQO’s second training institute. It provides practi-
cal training to the farmers and their families to improve their skills in agricultural production,
dairy, horticulture. poultry, fisheries and developing professional leadership at village level.

[1] IFFCO Chairs in Agriculture, Fertiliser Technology and Cooperative Education: In
order to maintain hinkages with the key national agricultural universities, [IFFCO has estab-
lished 15 Chairs - onc cach in 13 Agricultural Universities and one in Vatkunt Mehta National
Institute of Cooperative Management. Pune and onc in Banaras Hindu University. These
Chairs are instituted in the disciplines of Agronomy, Soil Science, Extension, Cooperation,
Fertilizer technology. Agro-Economics and Chemical Engineering.

[g] Training and Visits Programme. IFFCO initiated Training and Visit [T& V] programne
with the objective of imparting training to the farmers on various aspects of crop production,
animal husbandry. pisciculture etc. In this programme practicing farmers. in groups of 40,
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from the States are taken to ncarby Agriculture University and Research Institute for a
period of 5 days. Field visits are also organised for the benefit of farmers. IFFCO conducts
nearly 30 such programmes in a vear.

Other activitics are: Small Group Activities, Cutural festivals and Sports Meets, Institution of the
Jawahar Lal Nehru Memorial lectures; Constitution of Manoraujan Club and Jagriti Ladies’ Clubs;
Strengthening of Cooperatives,

ITin [FFCO: IT penetration, both in breadth and depth was an important dimension in the multifac-
eted growth of IFFCO in the recent years. IFFCO’s wide area network [WAN] was strengthened with
64 kbps VSATs. Lotus Domino Servers were installed at the corporate office, the production units and
the zonal marketing offices to facilitate e-mail based messaging and to initiate electronic paper-less
interaction. Video Conference facilities are installed between zonal marketing offices and senior execu-
tives at the corporate office to facilitate effective monitoring and smooth flow of communication.

Conclusion

Thus, TQM is concerned with the integration of all the efforts of an organisation towards quality
improvement, quality development and quality maintenance for meeting complete customer satisfac-
tion. It develops a culture where each employee can directly participate in areas and decisions con-
cerning his work. It, therefore, builds positive attitudes in employees towards quality, and respect for
others leading to meaningful work and enhanced quality of life. TQM is an approach to improve the
effectiveness and flexibility of an organisation, as a whole. TQM will not succeed if line managers,
HRD people and employees fail to work together. Also, TOM can’t be achieved overnight but through
a gradual planned process. Likewise, as HRD is an ongoing and continuous function, it continues to
focus on improving the human processes in IFFCO. It has reaped a rich harvest by harnessing the
power of TQM which is the single most important management methodology available to achieve and
maintain world class performance and competitiveness.

“Total quality is an approach to improve the effectiveness and flexibility of an organisation as a .
whole. This is possible only when each function and each person develops an attitude for quality to

prevent and eliminate errors, waste, rework elc. Teamwork, participation and communication are

keywords in the process of total quality. Total quality can be achieved by creating this cultural

change in an organisation.”
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Chapter-07

Quality System Standards in ISO-9001
and Implementation of ISO-9002
in IFFCO Marketing Division

A.K. Alambain

The Indian Farmers’ Fertiliser Cooperative Limited [[FFCO] is committed to quality right from the
date of its inception and has been maintaining it all along its journey of success. IFFCO s products
carry no other names than [IFFCO itself, which are established as quality products, thus IFFCO has
acquired synonymity for Quality. In consonance with its innovative and challenging spirits, the
IFFCO Marketing Division envisioned to acquire international quality certificate through
recognised ISO-9002 Certification exclusively for Marketing. In 1996, ISO-9001 Certification was
acquired by the IFFCO Kalol Plant. In the Marketing Conference at Lucknow, a topic on Total
Quality Management was delivered by the Director, Total Quality Associates [TQA], New Delhi,
and it was resolved to go for ISO-9002 in Marketing Division. This was obtained in June 1998. In
Sfuture, ISO Certification will become more and more stringent and hard to achieve and maintain
especially after new version of ISO-9000: 2000 is introduced. Mr AK Alambain is the Chief Manager
[Marketing] with the IFFCO, New Delhi. He is also designated Management Representative for ISO
implementation in the Marketing Division of the IFFCO.

The ISO — An Introduction

The International Organisation for Standards [ISO] is an organisation with a membership of 107
countries. A majority of countries have contributed in the formation of this specialised international
organisation. There are two types of membership: “P” and “O” - Primary and Observer membership.
Although all members contribute their mite in formulating international standards, yet only the Pri-
mary Members have the right to voting. 90% voting 1s mandatory for adoption of international
standards.

The central office of ISO is located in Geneva, working since 1947. India is a Primary Member repre-
sented through the Bureau of Indian Standards - BIS [formerly known as Indian Standards Institution
- IS1]. Likewise national standards body of each country is a single point contact for ISO. ISO has so
far developed 10,700 international standards majority of which are Product Standards starting from
nut-bolts to ship and aircraft. including technical product specification standards.

The Organisation works through Technical Committecs | TCs]. A technical comunittee is further split
into Sub-Comunittees. Sub-Committees function through Working Groups. 1SO-9000 Standards were
published for the first time in 1987, and the First Revision took place in 1994. Second Revision of ISO-
9002:2000 will be published in the last quarter of 2000. 1-1/2 years’ time will be given to all companies
to implement ISO-9000:2000. Till then, both ISO-9002:1994 and 2000 will function concurrently and
prospective companies will have the option of embracing either version.
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ISO-9000 Standards were developed by 1SO Technical Committee No. 176 participated by 300 persons
working in different sub-committees and 15 working groups. The process of standardisation passes
through several working drafts by Working Groups. The sccond phase is Committee Draft [CDI.
CD2.....]. Third stage is Draft [nternational Standard [DIS] whereas the fourth stage is FDIS {Final
Draft Intcrnational Standards]. Before it becomes IS [Internationational Standard]. it requires 90%
votes. [t is stipulated that a revision takes place after every five years. 1st ISO Standards took 9 long
years between 1978 and 1987, whercas First Revision involved 4 years between 1990 and 1994 while
latest revision has taken 6 years to be published by the end of year 2000,

ISOin India

More than 4,000 companics in India have secured certification which include Central and State Gov-
ernments, public and private organisations covering manufacturing. service organisations, defence
cstablishments. research organistions. importers-exporters. software companies. as well as hospitals.
hotels. enginecring collcges and schools cte. To namc a few: Apollo Hospital, Hyderabad: Regional
Engincering Collcge. Jaipur: BSES [formerly known as BEST]. Mumibai: and a branch of PWD in
Maharashtra. Out of 4000+ Certificate-holders. only 800-900 establishments of Central and State
Governments have opted for ISO Certification: otherwise the majority comes from private sector.

There are around 2¢ certifying agencics. The family of [SO-9000 : 1994 is detailed below:

ISO-906)0:1994 Guideclines for Sclection and Use

ISO-9001:1994 Model for quality assurance in design/development. production.
installation and scrvicing.

1SO-9002:1994 Modecl for quality assurance in production. installation and ser-
vicing.

1SO-9003:1994 Modecl for quality assurance in {inal inspection and test.

ISO-9004:1994 Guidclines to Quality Management and Quality System Elements.

1SO-8402:1994 Quality Management and quality assurance-vocabulary.

Apart from this family of Quality Management System |[OMS], there is another International Standard
ISO: 14000 which deals with Environment Management System {EMS] in the production units.

Implementation of 1S0O-9002
in IFFCO Marketing Division

How the ISO entered Marketing Division: The IFFCO is cominitted to quality right from the date of its
inception and has been maintaimng it all along its journey of success. [FFCO's products carry no
other names than IFFCO itself. which arc established as quality products, thus [FFCO has acquired
synonymity for QUALITY. In consonance with its innovative and challenging spirits. the IFFCO
Markcting Division envisioned to acquire international quality certificate through recognised ISO-~
9002 Certification exclusively for MARKETING. In 1996. 1SO-9002 Certification was acquired by the
IFFCO Kalol Plant. tn the Marketing Confercnce at Lucknow, a topic on Total Quality Management
was dclivered by the Director. Total Quality Associates [TQA]. New Delhi. and it was resolved to go
for ISO-9002 in Marketing Division also. endorsing the action of IFFCO Kalol Plant.

Quality Awareness: To meet the challenge demanding on maintenance of "Quality and Customer
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Satisfaction”, IFFCO Marketing Division's maiden Top Management Awarencss and Documentation
Training Programme on 1SO-9002 was organised during March 7-8, 1997 at the FMDI, Gurgaon,
attended by 24 participants including Marketing Director and all the Zonal Managers. This was
followed by a serics of Awa rencss Programmes for the senior executives of Marketing Division from
all over the country. Inall. 9 such programnes were organised.

Similar Awareness Programmes were organiscd for ficld personnel imparting knowledge on various
aspects of [SO-9002 Standards: Relevance, context and development: Interpretation of ISO clauses
and requircments; and Implementation of Quality System Procedures.

The staff at Marketing Central Office [MKCO] was divided into three groups of 31. 31 and 30 people
and Awareness Programmes were conducted in September. 1997, Another similar programme was
organised for 25 MK CO Personnel in April 1998.

Documentation of Quality System Procedures: Four workshops were organised during August-
September 1997 at FMDI, Gurgaon for documentation of 41 Quality System Proccdures [QSPs]. First
Core Group Meeting took place at FMDI during September 16-20, 1997 whereas Second Corc Group
Meeting was organised during October 20-23, 1997 at the same venue. 16th May, 1997 was fixed for
drafting Quality Policy of IFFCO Marketing Division.

The IFFCO marketing network and its manifold scrvices to the society at large. our Quality System
Procedures have run into two big volumes of about 550 pages, which. perhaps. is the largest docu-
mentation in the World. But. we are stipulating to reduce this voluminous documentation especially
by further rationalisation of Forms and Formats. For achieving this goal, we will organise discipline/
function-wisc workshops e.g.. Personnel & Administration [P&A], Agriculture Services Department
[ASD], Farmers™ Service Centre [FSC]. Seed Multiplication Programme [SMP].

On completion of documentation, a “Workshop on Orientation, Implementation and Launching 15SO-
9002 in Marketing Division™ was organised at FMDI during Nov. 28-29,1997 wherc Marketing Dircctor
formally launched ISO-9002 in IFFCO Marketing Division. We. then. applicd for Pre-assessment to
BVQIL Mumbai:Certification Agency on 27.1.1998 and Pre-assessment was {ixed for May 4-7.1998.

Quality Audit: Awareness Programmes and Documentation was a preparatory phase followed by
launching and implementation thereof. but it could be of no meaning unless auditing took place. In
order to ensure effective quality auditing. we needed a team of our own /nternal Qualified Auditors.
During June 9-13, 1997 and July 7-11. 1997. two training programmes were organised for Internal
Quality Auditors. Total Quality Associates [TQA]. New Delhi engaged as Consultants since 30.1.1997,
organised these two groups of 20 participants cach. Another group. of Area Managers and Deputy
Area Managers, numbering 30, was imparted training on Quality Auditing Skills, during July 13-15 and
July 28-29. 1997 The TQA arranged similar programmes outside [FFCO and thus they certified ap-
proximately 90 personnel, including 13 [RCA [INTEC-UK] qualified Lead Assessors, o act as Internal
Quality Auditors.

Events in ISO-9002 Certification: The success depends on the effective sequence of vision. plan-
ning, preparation. execution. auditing. correction/prevention and improvement. Accordingly, ISO-
9002 Implementation Schedulc was charted and also reviscd.

Implementation of 1SO-9002: Since the IFFCO has. of its free will and accord. opted for ISO-9002, the
system is owned by [FFCO Marketing Division as a whole. Aficr owning the system, faith in and
allegiance to it is the second step forward and utilising system is a continuous process of marching
ahead for achieving the desired goals built in the system. Sh. VK Kaul, BVQI Auditor during Pre-
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Assessment Audit in early May, 1998, pointed out: *’Proficiency’ of the people of IFFCO is, no doubt,
appreciable, but it needs to be translated into "efficiency’ proved through verifiable records”. He
added further that “evidence of compliance is very much necessary” which we have to exhibit in total
compliance.

The mechanism of implementation comprises of components like responsibility of top management
evincing interest in creating atmosphere of acceptance and ownership by one and all; and also
ensuring continuity in implementation and continuous improvements. The need is felt to have
quality focus right from suppliers upto customers. The concept of Quality Assurance is to produce
and deliver quality by plan and not by chance. Marketing Director at one point of time had rightly
said: “Joint General Manager/Zonal Manager will be personally responsible for the successful con-
duct of these training and awareness programmes...”” so is the case with implementation.

Workshop on Rationalisation of Forms & Formats: A Workshop on Rationalisation of Forms &
Formats was organised during May 3-7,1999 at FMDI consequent upon collective efforts of Zonal-
lfevel Committecs constituted for this purpose. This Workshop has brought improvements in our
QSPs and the formats annexed thereto. We still endeavour to make changes based on various audits
and experiences of uscrs. We aim at making it user-friendly by incorporating suggestions, eradicating
difficulties/discomforts and accommodating observations; all these improvements are now much
easier to be carried out through the platform of 1SO.

The ISO-9000 standards have several benefits like:

-Internationally recognised standard

-Improved confidence for customer and employcces

-Customer satisfaction and competitive advantage

-Focus on prevention and platform for improvement

-Improved communication and evidence of management control

-Greater consistency and uniformity of action and so the quality

-Formal definition of Quality Policy, Objectives, Responsibilities and Authorities

-Less rejects. rework, duplicate work and scrap [less cost]

-A corproate image for quality.
Although we arc facing teething trouble during initial stages of implementation of Quality Systen, yet
we are confident of gaining maturity during second and third year of its launching. At the same time,
we feel pleasurc noticing that the Quality System is gaining momentum as is evident from lesser
number of Non-Conformity Reports [NCRs] under Clause 4.9 of ISO-9002:1994, as compared to audits
in the initial stages of lauching. We have voluntarily opted for Quality System and we commit our-
selves to maintain continuity of Certificate of Approval for all times to come. Resistance to change is
auniversal phenomenon because long-term gains are not visible immediately. We are thankful to ISO
for bringing in ultimate uniformity, optimum utility and economy in terms of time, energy and money.

Once acquired the certificate and the benefits accruing therefrom, it is imperative to continue with it
whole-heartedly. The Certificate of Approval of ISO-9002 dated 30th June, 1998 was awarded to the
IFFCO Marketing Division. It is valid for a period of three ycars from 5th June, 1998 with the given
scope of: “Marketing Fertilisers, Strengthening Cooperatives and Providing Services to farmers
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and the rural community”. The employees of [FFCO Kalol Plant, Marketing Division and Aonla Plant
cannot afford to turn their backs to the given scopes as enshrined in IFFCO Bye-laws by the founding
fathers of IFFCO which forms the basic policy of IFFCO for all times to come.

Surveillance Audit by BVQI: In order to determine the effectiveness of the Quality System, quality
audits are carried out. The Certification Body - BVQI - conducts Routine Surveillance at six-monthly
intervals in order to monitor contiming conformance with “THE STANDARD” of 1SO-9002. We have
passed through first Surveillance during December 16-19, 1998 and second Routine Surveillance visit
by BVQI during June 28 to July 2, 1999 and the latest one during December 17-24, 1999.

We are subjected to our own Quality Management System and in accordance with the requirement of
Quality Standards of [SO-9002:1994, it demands a total compliance to requirements like:

1. Management Review Committee Meetings at all the three levels,viz., Marketing Central
Office [MKCOJ, Zonal Office [ZO]. State Office [SOJ;

2. Quality Planning;

3. Internal Quality Audits - Minimum twice a year,

Effective Handling Customer Complaints including control of non-conforming
products;

=

Corrective & Preventive Actions;

Document and Data Control - including amendments;
Quality Records;

Training;

Rl e A

Use of Statistical Techniques.

Conclusion

We cannot conclude here and now forthwith because of continuity in implementation and improve-
ments. We rather need to embrace and own it for the ultimate benefit of we all and IFFCO as a whole.
In future, ISO Certification will become more and more stringent and hard to achieve and maintain in
due course especially after new version of 1SO 9000 2000.

“The concept of Quality Assurance is to produce and deliver quality by plan and not by chance.”
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Chapter-08

Management of Agro-Input
Distribution in Cooperatives

R.C. Gupta

Cooperatives in India are very actively and intimately involved in several agriculture related
activities. The most important activities are the disbursement of production credit and distribution
of fertilisers and other inputs viz., seeds, pesticides and agricultural implements. Cooperatives are
also involved in procurement of farm produce, processing and marketing of oilseeds, cotton, sugar,
milk and milk products, distribution of essential commodities, clothes, kerosene oil and other
merchandise etc. Currently, cooperatives are plaving a significant role both in production and
marketing of fertilisers.

Agricultural cooperatives in India are the backbone of the cooperative system and involved in
variety of functions and serving the rural masses by providing credit, fertilisers, seeds, agro-chemi-
cals, agricultural implements etc. Their role has been commendable and helped in making essential
inputs availability to the rural masses. These need to be further strengthened. Mr RC Gupta is
working as Joint General Manager [Marketing] with the IFFCO.

Cooperative Movement in India

The Cooperative Movement in India started way back in 1904. Till 1939, cooperatives in India were
involved only in distribution of credit to the members. Its activities got diversified to the distribution
of consumer articles and also some agricultural inputs in the rural areas over a period of time. Subse-
quently, based on the suggestions made by different committees and commissions. the cooperatives
were given a significant role in distribution of fertilisers. Currently, cooperatives are playing a signifi-
cant role both in production and marketing of fertilisers.

Cooperatives in India are very actively and intimately involved in several agriculture related activities.
The most important activities are the disbursement of production credit and distribution of fertilisers
and other inputs viz., seeds. pesticides and agricultural implements. Cooperatives are also involved in
procurement of farm produce, processing and marketing of oilsceds, cotton, sugar, milk and milk
products, distribution of essential commeodities, clothes. kerosene oil and other merchandise etc.

Role of Cooperatives in Agricultural Credit Disbursement

Cooperatives play a very important role in the disbursement of agricultural credit. Credit is needed
both by the distribution channel as well as by the farmers. The distribution channel needs it to finance
the fertiliser business and farmers need it for mecting various neceds for agricultural production
including purchasing fertilisers.

The credit needed by the farmers for purchase of fertiliscrs and other inputs is called “short-term’
credit or ‘production credit” whereas credit needed by the distribution channel is called "distribution
credit’. Cooperatives also piay a very important role in disbursement of “medium-term’ and “long-termy’
credit needed by the farmers for purchasing agricultural equipments viz.. tractors. installation of
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tubewells and land development works etc.

In India, 78% of the farmers belong to the category of small and marginal farmers. They depend
heavily on credit for their agricultural operations. These farmers will not be able to adopt the modern
agricultural practices unless they are supported by a system which ensures adequate and timely
availability of credit on reasonable terms and conditions. Credit in India is made available to the
farmers through a multi-agency network consisting of cooperatives, commercial banks, Regional
Rural Banks [RRBs] and private money lenders. Cooperatives accounts for a larger proportion {60%]
of the agricultural credit made available to the farmers.

National Bank for Agriculture and Rural Development [NABARD)] was established in the year 1982 by
an Act of Parliament and was cntrusted with all matters concerning policy, planning and operation in
the field of credit for agriculture and other cconomic activities in the rural areas. Before that, this job
was being done by Reserve Bank of [ndia itself. NABARD works for progressive institutionalisation
of the rural credit and ensures that the demands for credit from agriculture including the new and
upcoming areas like floriculture, tissue culture, bio-fertilisers. sprinkler irrigation. drip irrigation etc.
are met.

The medium and long-term of loans are disbursed to the farmers through Primary Land Development
Banks [757] who draw their finances from Central Land Development Banks [20] who, in turn, draw
their finances from NABARD. As for the short-term credit. this is disbursed to the farmers through
Primary Agricultural Credit Societies [PACS - 66,200] who draw their finances from Central Coopera-
tive Banks [363] who, in turn. draw their finances from the State Cooperative Banks [29]. The State
Cooperative Banks draw their finances from the NABARD.

The agency-wise flow of institutional credit to agriculture during the years 1991-92 to 1996-97 is given
in the following Table-I:

Table-I: Flow of Institutional Credit to Agriculture [Rs. Million]

Agency 1993-94 199495 199596 1996-97 199798  1998-99 (Est)
Cooperative Banks

Short-terms 78390 T2500 83310 93280 110580 125950
MediumvLong 22780 21560 21480 26160 32810 43920
Sub Total 101176 94060 104790 119440 143390 169870
Regional Rural Banks

Short-terms 7320 7750 9430 10800

Medium/Long 450 4770 5550 GO0

Sub Total 9770 12520 15000 16800 * *
Commercial Banks

Short-terms 27006 39720 59750 71580 88170 109820
Medium/Long 27000 41140 40780 56290 78200 100830
Sub Total 54000 80860 100530 12787 166370 210670
Total 164940 187440 220320 264110 309760 380540

*Included in Commercial Bank
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Role of Cooperatives in Fertiliser Distribution

Introduction: Agriculture continues to be the mainstay of India’s national cconomy. Its contribution
to India’s Gross Domestic Product [GDP] is about 25%. Ncarly two-thirds of the population still
depends on this sector directly or indirectly. Seif-sufficiency in foodgrains has been the basic objec-
tive of India’s policy on agriculture. Foodgrain production has increascd from the fevel of 52,000 tons
in 1951-52 10 203 million tons 1n [998-99. The present population of the country is about 980 milfion
and is likely to touch 1.340 milfion by the vear 2020. To feed this fevel of population. India has to
produce 293 million tons of foodgrains from the present level of 203 millicn tons which is. no doubt. a
gigantic task.

The vital role of fertilisers in increasing agricultural production is well recognised. Since. the land:man
ratio is declining duc to increasing population. the additional foodgrain production has to come by
increasing the productivity of land undcr cultivation. Adoption of modern agricultural practices is the
only way for increasing agricultural productivity. This calls for application of inputs like chemical
fertilisers. high vielding sceds and pesticides besides use of mechanical equipments like sced-cum-
fertiliscr dnills. sprayers. pump scts ctc. Chemical fertilisers are very costly, particularly the phosphatic
and potassic ones. which have been decontrolied with effect from 25th August. 1992 Urca. of course,
is relatively lTow priced and conscquently its usc is on the higher side as compared to phosphatic
fertilisers fcading to distortion in the NPK ratios. The ideal NPK ratio for Indian soils is considered to
be4:2:1. Inthe vear prior todecontrol i.c.. 1990-91. NPK ratio was near to normal at 5.9:2 4:1. However,
it has distorted over a period of time and in the vear 1998-99_ it was 8.5:3.1:1. Unless balanced nutrients
arc applicd. the productivity cannot be sustainced.

Fertiliser Distribution Channels: Fertilisers arc produced/imported at about 200 locations in the
country and distributed to the farmers scattered through the length and breadth of the country in
about 600.000 villages through a nctwork comprising of private and institutional channels. Some
quantities arc also made available through manufacturers” own outlets. Private trade accounts for
about 60% of the total fertiliscrs distributed in the country followed by institutional agencies at 35%
and remaining 3% through the manufacturcrs™ own outlets. Among the institutional agencies. coop-
cratives arc the main agencics which alone account for nearly 31% of the total fertiliser business. The
total number of fertiliser salepoints in the country 1s 272.000: out of which about 70.000 [26%] arc
institutional agencies” salepoints [mainly cooperativesj and the remaining 202.000 [74%) are con-
trolled by the private trade.

Cooperative Channels: Cooperatives arc the main institutional agency in the country handling
fertilisers. Cooperative network. at present. comprises of 29 state level marketing federations. 171
district level marketing socictics and about 66.200 village level cooperative socictics. These village
level cooperative socictics arc generally called Primary Agricultural Credit Societies [PACS|. These
socictics arc the backbonc of the cooperative marketing svstem. These socictics are well spread in the
cntire country covering 97% of the 0.6 million villages and 95% of the farming familics.

The other main institutional agencies engaged in the distribution of fertiliscrs are State Agro-Indus-
trics Development Corporations. Commodity Federations and State Departments of Agriculture ete.
Thev operate both through their own sale depots as well as through the private dealers™ network.
However. their share is only marginal.

The cooperative structurc differs from state to state and societics at different levels [district/taluka/
village] perform different functions in different states. Generally. the cooperative network operates
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through a three-tier system. However. in some states such as Harvana. the cooperative marketing
system operates on a two-ticr basis. while in some others like Gujarat a four-tier system cxists. At the
stalc level, apex cooperative markceting federations act as wholesalers: marketing societies at district/
taluka level as sub-wholesalers while PACS. PAMS |Primary Agricultural Marketing Societies] at
grassroots level act as rctatlers.

The function of state level apex cooperative marketing federations differ from state to state. In some
states, the Federations are actively involved in fertiliser business like Gujarat, Harvana, West Bengal,
Madhya Pradesh etc. and they act as the wholesalers for the entire state. In some States like Uttar
Pradesh, they are not directly involved in the fertiliser business and do the job of liaison and coordi-
nation only for which they arc getting service charges from the fertiliser suppliers. In UP, the state
federation is also doing warchousing as well as transportation job both for IFFCO and KRIBHCO - the
only manufacturers in the cooperative sector. In the states where federations arc not involved in
fertiliser business. the manufacturers are supplying fertilisers dircctly to the lower socictics at the
district/village level and the societies are getting full or near full distribution margin which has im-
proved the financial health of these socicties.

Current Cooperative Fertiliser Distribution Status

Presently, in Gujarat. Harvana, Madhya Pradesh, West Bengal, Tamil Nadu. Jammu & Kashmir,
Himachal Pradesh and Assam, in the cooperative scctor. fertiliser supplies are made to the apex
cooperative marketing federations only and they act as wholesalers. Direct supplies are not there at
all. Only small quantities under the special scheme like [FFCO-NCDC Scheme in Haryana and IFFCO
societies adoption programme in MP are supplied directly to the societies. In these states district
level societies operatc as sub-wholesalers. In the states like Punjab. Karnataka. Maharashtra, Orissa.
AP and Kcrala. both the systems i.e., supply through federation as well as direct supply to the
societies arc prevalent. As a result, some of the socictics at the lower levels are getting supplies
directly from the manufacturers while others are getting from the federations. However. in the states
of UP and Bihar, supplies of fertilisers are made to the village level societies directly by the manufac-
turers.

In states where state level federations act as wholesalers. the manufacturer has to deal with only one
agency. Consequently. the job of sales planning. movement and stocks planning, realisation of sales
proceeds ctc. becomes very casy. In states where the manufacturer deals with the lower tier coopera-
tives directly, the volume of work increases manyfold and it becomes much more complex. The
material has to be relcased to individual societics and the sales proceeds realisation has also to be
done at that level onlv. This requires deplovinent of larger ficld force. Decentralised release system
lcads to establishing larger number of warchouses and correspondingly larger inventory. This all
increases the operating cost.

Manufacturers’ Own Qutlets

Some manufacturers viz.. IFFCO, KRIBHCO. GSFC. GNFC and NFL have their own retail outlets called
Farmers’ Service Centres or Service Centres or Farm Information Centres ctc. In these outlets, agricul-
tural inputs like fertilisers, seeds. agro-chemicals and agricultural implements cte. are made available
to the farmers under onc roof along with agricultural production technology literature,

The main motto of these service centres is not only to provide all quality agro-inputs to the farmers
but also educating them on scicntific agriculture by providing technical know-how in the ficld of
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agriculture. This helps the farmers in increasing their agricultural productivity and profitability. Pro-
motion activitics are also carried out in the villages located around these centres [within a radius of 8-
10 kms] which includes demonstrations, farmers’ meetings, soil test campaigns, crop seminars etc. In
addition, social campaigns like tree plantations, medical check-up. veterinary check up etc. are also
organised. They also serve the purpose of additional and alternative distribution channel for the
organisation.

Linkage in disbursement of Production
Credit and Agro-Input Distribution

As already mentioned elsewhere in this paper a large number of farmers in India particularly the small
and marginal farmers depend upon credit for purchasc of fertilisers and other inputs. A very strong
point with the cooperative is that the Primary Agricultural Credit Societies which are involved in
disbursement of agro-inputs also extend production credit to the member-farmers for purchasing
these inputs. Moreover, in many states a part of the credit is disbursed in the kind form; mainly in the
form of fertiliser, and also other agro-inputs. The greatest advantage of this arrangement is that
farmers are saved from the hassels of getting different inputs from different places.

Conclusions

Agricultural cooperatives in India are the backbone of the cooperative system and involved in variety
of functions and serving the rural masses by providing credit, fertilisers, seeds, agro-chemicals,
agricultural implements ctc. Their role has been commendable and helped in making essential inputs
availability to the rural masses. These need to be further strengthened.

“In order 10 have a proper control on the management of assets and resources of cooperalives and
to attract right type of objective leaders it is much better that the posts of chairmen and other board
members are compensated and their retirement ages fixed. Such leaders will then know how much
they can gel from their cooperatives rather than their enjoying the perks and resources on an open-
ended scale. The cost of compensation is certainly less than hosting an honorary office-bearer.”
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Chapter-09

Management of
Warehousing System in India

B.P. Govil

Fertilisers alone constitute major chunk of input needed for agricultural production. More than
521.62 million tons of agricultural produce is available annually, most part of which need to be
stored before it is consumed in different parts of the country. 4 properly planned storage infrastruc-
ture for agricultural input and output is, therefore, necessary.

Proper storage leads to: aj minimising losses in transit and storage; b] ensuring availability of
Jertilizers to farmers at vequired stage and af reasonable price; c] avoiding distress sale by the
Jarmers; d] reducing margins of middie man, and e] ensuring availability of agriculture produce to
the consumers at reasonable price. Warehousing is considered as a sort of regulating factor of
supply and demand from the time of plenty to the time of need. Warehousing serves as a regulatory
Sunction in various economies. Today, all over the world, the demand of scientific warehousing is
increasing.

Scientific warehousing came into existence in India in 1957 with the inception of Central Ware-
housing Corporation [CWC] when it was recognized as a key link in the marketing field. Warehous-
ing constituteS one of the components of distribution. IFFCO started warehouse operations during
1975-76 when its first two Fertiliser Plants came into production. The space hired by IFFCO in
1997-98 was to the extent of 0.7 million tons. Space was hired from CIWC and SWC. IFFCO started
utilizing godown facility of the cooperatives from 1987-88 with 33% reservation. The space with
the cooperatives has since increased to about 45%. Dr BP Govil is the Joint General Manager
[Marketing] with the IFFCO, New Delhi.

Introduction

The Indian economy is primarily based on agriculture. 70% of country’s population lives in rural arcas
and depends on agriculture which is practiced on 163.71 million ha. of land. Seed, fertilizer and agro-
chemicals constitute major inputs which need to be stored before their timely application. Fertilizers
alone constitute major chunk of input needed for agricultural production. More than 521.62 million
tonnes of agricultural producc is available annually [Table-I}, most part of which need to be stored
before it is consumed in different parts of the country. A properly planned storage infrastructure for
agricultural input and output is, therefore, nccessary.
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Table-I: Production of Various Agricultural
Commodities During 1997-98

Commodity Area [mil ha} Production {mil. ton]}
Foodgrains 124.07 201.00
Oil Sceds 25.60 22.11
Cotton 8N 1114
Jute 111 1112
Sugarcanc 397 276.25
Total 163.71 521.62

In brief. proper storage leads to: a) minimise losses in transit and storage: b} ensure availability of
fertilisers to farmers at required stage and at reasonable price; ¢ avoid distress sale by the farmers: d]
reduce margins of middle man: and €] ensure availability of agriculture produce to the consumers at

reasonable price.

The demand for storage space will keep on increasing in the times to come as requircment for various
inputs and need for storage of the outputs will keep on increasing. The Planning Commission has
drawn an Agricultural Perspective Plan for the country for the years to come. Details are given in

Table-11.
Table-11: Agricultural Perspective Plan

Variahle 2001-02 2006-G7
Land [mill. ha.]

Net Area Sown 1410 141.0
Gross cropped arca 1972 2034
Irrigation [mill.ha. | 102.0 1140
Fertitiser nutrients fmill t.] 237 300
Cotton {null. Bales| 18.0 230
Sugarcane [mill t.] 3350 408.0
Foodgrains [mill t.] 2450 285.0
Oilsecds fmull. t] 29.0 37.0

It may be noted that for the year 2006-07. the demand for agricultural products like foodgrains,
sugarcane, cotton ctc. would be much higher than at present. Likewisc the requirement for input like
fertilizer would be about 30 million tons of fertiliser nutrients. asagainst 16.7 million tons during 1998-
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Warehousing

Broadly speaking, the warehousing can be defined as a scientifically planned infrastructure for or-
derly accommodation and handling of goods and materials. It involves the deposit of goods, com-
modities [under the provisions of the Warehousing Corporation Act, 1962] and wares in the ware-
houses for safe custody and return on payment of storage charges.

The warehousing operation basically involves cost of labour, space and equipments. Warehousing in
advanced countries is an essential step in commercial distribution of goods from producers/manufac-
turers to consumers. Warehousing is considered as a sort of regulating factor of supply and demand
from the time of plenty to the time of need. Thus, warchousing scrves as a regulatory function in
various economies. Today, all over the world, the demand of scientific warchousing is increasing.
Scientific warehousing camc into existence in India in 1957 with the inception of Central Warehousing
Corporation [CWC] when it was recognized as akey link in the marketing field. Warehousing consti-
tute one of the components of distribution.

Storage Capacity

In India, there is a three-tier system of storage viz., national/state level, district level and village level.
The Food Corporation of India [FCI] constructs godowns for storage of food grains procured by it for
distribution of buffer stocking primarily at national/state and district levels at certain nodal points
keeping in view its requirements. The CWC is providing warchousing facility at the centres of all-India
importance and SWCs and State governments at the centres of State and district level importance for
general purpose including the requirement of FCI. The cooperatives are providing storage facilities at
the primary and marketing societies level which are located at village/taluka level. The storage capac-
ity created at the rural level by cooperatives is primarily utilised for fertiliser, implements, seed, pesti-
cides etc. The storage capacity created by various agencies is given in Table-II1.

Table-HII: Storage Capacities Created by Various Agencies

Agency Capacity [mill. Ton]
Food Corporation of India [1.10.97] ... 2138
cwe 7.22
SWC . 10.81
Cooperatives through NCDC [31.3.97] 13.62
Department of Rural Development ... 2.12
Various agencies through NABARD 13.50
State Government Agencies [30.6.96] 821
Total ... 76.86

The CWC and SWC have 2,000 warchouses with storage capacity of 18.2 million tons. Cooperatives
have about 64,261 warchouses with a capacity of 13.5 milliontons. Out 0of 64,261 cooperative godowns,
54,898 are located in rural areas and remaining 9,363 are marketing godowns. Not more than 40% of the
storage capacity is available for fertilizer storage. There is a plan to create additional storage capacity
during the Ninth Five-Year Plan 1997-98 to 2001-02 as per details given in Table-IV.
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Table-IV : Storage Capacity Likely to be
Created During IX-Plan [1997-98 to 2001-02]

fa] With the assistance of NCDC ... . . 0.45 null. tons
[b] With the assistance from international agencics 0.35 mill. tons
Total expected storage capacity ... - . 0.80 mill. tons

Warehousing for Chemical Fertilisers

Among various inputs, fertilisers constitute the major commodity to be stored in different warchouscs
throughout the country. Over the vears, the fertiliser consumption has increased many fold. It has
increased from almost negligible in 1950 to 16.7 million tons in 1998-99. In terms of fertiliser materials,
34 .74 million tons fertilisers of various types were handled during 1997-98 by a net work of agro
retailers comprising of 248,000 salespoints. As for 50 kg packs, the number comes to about 695 million
bags. The fertiliser materials are of different nature like granuler, in powder form, varying hygroscop-
icity etc. and, therefore, need to be scientifically stored.

Briefly, some of the special requirements necessitating fertiliser warchousing are: A} bulk of fertiliser
consumption takes place in 3 or 4 short spells; B] supply points are limited to a few hundred manufac-
turing units or ports, whereas, farmers’ consumers are spread all over the country; C] fertilisers need
to be made available to farmers at their door steps at the appropriatc time. This is possible only with
a wide spread network of field warchouses from where the retailers can draw their requirements: D)
Railways are over-burdened and are not able to meet wagon requircments of fertiliser industry. This,
coupled with low priority for fertiliser movement, makes it unavoidable to position fertilisers well
before the commencement of the season nearer to the consuming centres and to meet the peak
demand. Placing fertilizers nearer to the consuming points will result in better sales and low producers
inventory level.

All these considerations warrant setting up of wide network of intermediate storage points at strategic
locations.

Ideal Storage

Fertilisers require properly designed warehouses for its storage. The IST has laid down specifications
for fertiliser storage [1971]. Fertilisers are hygroscopic in nature and tend to cake when exposed to
moisture. Hence, fertilisers need special packaging material. Also, the warchouses structure should
be leak and damp proof. The warchouses should have proper aeration facility and capable of being
shut down during the period of inclement weather. In India, bagged storage is still the common
practice as against bulk storagc in many developed countrics. Effort should, however, be made to
avoid usc of “hooks™ during handling and stacking of bags.

As per 1SO-9002 specifications, specified in QSP-37 of IFFCO ISO implementation, the stocks may be
stored at a minimum of 60 cms away from the walls. The normal size of a stack is reccommended as
30°x20° leaving a minimum of 75 cms distance between the stacks. Generally, fertiliser is stored upto 20
layers. During emergency, it can be increased to 30 layers but in that case the increased layers should
be reduced upto 25 within one month period and upto 20 in six months period.

Proper stacking is an integral part of scientific storage. It should ensure effective utilisation of space,
proper handling, counting and preservation. At the rake points, manufacturers, generally utilize the
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space of CWC and SWC. They may also act as handling agents for the depositors/companies.

Inventory Management

In order to ensure timely availability of fertiliscrs. a net work of warchouscs is required to be estab-
lished in the consumption arcas and at convenient focations. Demand of the territory to be catered
through a particular warchousc and the sale pattern of the territory will primarily determine the storage
capacity of that warehouse. Inventory management is extremely important in order to optimize the
space and cnsure maximum cconomy. The inventory should be just adequate to achieve the desired
sales and avoid high carrving cost. The question of having buffer godowns will depend on the
production level of an organisation and the necessity of storing stocks in high consuming areas. It is
normally economical to have minimum space and more turn over rather than large space.

In recent past. there has been an enormous increase in the storage costs. In 1983, the cost of storing
with CWC/SWC used to be Rs. 4 to 5 per ton/month which has now increased to more than Rs. 20. The
total storage costs have further gone up on account of high fertiliser inventories in the wake of glut
situation for urca in the market. Well-planned and organiscd system of storage of fertiliser through
primary, secondary and retail point warchouscs will minimise losses in transit and storage. It will also
economize on handling.

Warehousing of Fertilizer by IFFCO

IFFCO started warehouse operations durtng 1975-76 when the first two fertiliser plants camc into
production. The space hired by IFFCO in 1997-98 was to the extent of 0.7 million tons. Space was hired
from CWC and SWC. IFFCO startéd utilising godown facility of the cooperatives from 1987-88 with
33% reservation. The spacc with the cooperatives has since increased to about 45%. Some of the
States like Gujarat and UP would have 60-80% space reserved with the cooperatives.

CWC/SWC have standard terms and conditions and being government agencics. letter of request is
sent by [FFCO State Marketing Manager [SMM)] for reservation of space. For cooperative societics
Memorandum of Understanding {MOU] is entered into and finalised by the SMM. Space from private
agencies is normally not hired by IFFCO except in exigencics.

IFFCO’s sales volume is going up and is expected to be about 5.5 million tons by the turn of the
century. Thercfore. warehouse planning assumes great importance. IFFCO intends to take advantage
of the warchousing facilitics with the cooperative sector in the intcrior areas so that the material is
availablc to the farmers in villages at the right time. The intention is also to increase the business of
cooperatives and the turn over of IFFCO to economise on the cost.

IFFCO also intends to create buffer storage points at strategic locations with CWC. SWC and coop-
eratives for not only clearing the silo of the plants promptly but also facilitatc positioning fertiliscr at
the strategic locations. This svstem will help in quick delivery during the peak period of demand. The
buffer godowns are located at some selected rake points in high consumption arcas as also at onc or
two locations in less accessible States like Assam.

Central Warehousing Corporation (CWC)

The Central Warehousing Corporation came into being in 1957, 1t pioneercd the public warchouse
concept in [ndia. The Corporation was initially sct up with the specific purposc of storing foodgrains.
As the trade and industry developed. the Corporation was called upon to play a greater role. Pres-
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ently. the CWC has scientific storage, procurement and transportation facilitics for more than 400
commodities in 459 warchouscs with a capacity of more than 7.3 million tons. CWC is an cqual
shareholder with the respective State Governments in the cquity of 16 SWCs throughout the country.
Ason31.3.1998, thc SWCs were operating 1,365 warchouses with an aggregate capacity {owned &
hired] of 10.78 million tonne. The total investment of CWC in the equity of SWCs ason 31.3.1998 was
Rs. 508.05 million.

Today, the CWC along with its 16 state subsidiaries runs more than 2.000 warchouses across India. It
accounts for over 105 million sq. meter of space. Besidcs storage linked activitics, CWC service also
includes handling and transportation of goods to and from warehouscs, clearing and forwarding and
procurement and distribution on behalf of depositors. Consultations for construction of warchouses
isanother area of expertise. CWC operates 25 container freight stations and clearance depots all over
India apart from 3 air cargo complexes which provide valuable support services to the export and
import trade. CWC is now in a position to extend helping hand to other developing nations offering
consultancy for setting up a warehousing chain.

In the spirit of globalisation. the Corporation also plans to set up warchousing complexes overseas.
Plans are afoot to enter a cold chain network through provision of cold hubs at strategic locations for
preservation of horticultural and agricultural perishables. CWC has also tapped the tremendous
potential of liquid cargo storage in tanks. It has expertise in infrastructure provision for conceived
satellite freight cities at major international airports to boost intra global trade. The Organization is
governed by a Board of Directors with Managing Director as the Chief Executive.

“Agricultural cooperatives in India are the backbone of the cooperative system and involved in
variety of functions and serving the rural masses by providing credit, fertilisers, seeds, agro-chemi-
cals, agricultural implements etc. Their role has been commendable and helped in making essential
inputs availability to the rural masses. These need to be further strengthened. ™
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Chapter-10

Management of Agricultural
Services Provided by IFFCO

G.C. Shrotriya

IFFCO is better known for its promotional and educational programmes. A variety of need-based
programmes have been introduced from time to time to make IFFCO a household name in rural
India. With the intensively ramified network of cooperative outlets it has become essential to put
IFFCO promotional and educational programmes uniformly all over in the marketing territory. In
addition fo farmers’ education and fertiliser promotion activities a number of other programmes
have been undertaken by IFFCO for the betterment of quality of life of rural community and build-
ing cooperative culture. IFFCO presently would like fo continue these programmes. However, the
emphasis in the future programme will be focused on balanced fertilisation, fertiliser use efficiency,
promotion of bio-fertiliser, IPNS, natural resource management and environmeni-friendly sustain-
able agriculture. The programmes will have linkages with the promotion of sales of IFFCO fertilisers
particularly in areas with low fertiliser consumption which need further efforts of market develop-
ment.

As a future strategy of extension education, IFFCO wishes to develop some of the cooperative
societies as AGRI-INFO CENTRES using internet communication technology. Geographical Infor-
mation System [GIS] using satelite pictures on natural resource of the area including information
on crop vigour etc. shall be available on IFFCONET to enable extension workers to advise farmers
on optimisation of natural resources and taking care of crop and soil health on ongoing basis. The
system will also have information on improved technology and input availability. Dr GC Shrotriya
is the Chief Manager [AgriServices] with the Marketing Division of the [FFCO,

IFFCO was conceived on the principle that cooperatives from different States would contribute to the
share holding of IFFCO and also act as its marketers. Cooperatives, were not equipped to undertake
the responsibility of promoting IFFCO’s grades which werc new to the Indian farmers. Thus. in order
to popularise its products and to create a ready market for them before its plants went into production,
IFFCO took upon itself the responsibility of undertaking systematic promotional and educational
programmes, through a well-conceived approach.

01 Seeding Programme

A seeding programme during the three-year construction period had the advantage of: [1] acquaint-
ing farmers with the bencfits of using fertilisers distributed by IFFCO: {2] giving IFFCO’s promotion
staff experience in analysing field conditions and problems and making specific recommendations; [3]
building up data on local agronomic and cooperative conditions: [4] stimulating better promotion and
administration of fertiliser distribution by IFFCO and its member-cooperatives; and [5] giving the
marketing staff experience in distribution of fertiliser realisation of sale proceeds and various account-
ing procedures.
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In the beginning [FFCO's promotional programumes included only four activities viz., Two- Plot Dem-
onstrations, Block Sowing Demonstrations, Farmers™ Mectings and Ficld Days. From time to time. the
IFFCO has rcorientcd its educational and promotional activitics to meet the emcrging needs. More
and more activities were added to this basket of agricultural services. and today about two dozen
activities as per the need of the particular location are carried out.

02 Farmers’ Education Programmes
-

Location specific crop production technologies for increasing productivity of crops and fertiliser use
efficiency are evolved continuously at the agricultural research stations. It is important that these
technologics arc quickly disscminated on the farmers ficld. Organising extension and promotional
programmes with a coordinated approach. alongwith other experts and the extension workers is very
important for advising the farmers on the adoption of agricultural technology. Farmers’ extension
education programmes deployed by IFFCO are described below:

Demonstrations: Conducting crop demonstrations on farmers’ fields is the most effective method of
convincing the farmers on the adoption of agricultural technology to improve crop vield and fertiliser
use efficiency. IFFCO is laving great importance to this programmc. Demonstration on various crops
are conducted on farmers” ficlds through different approaches.

Tiro-Plots Demonstrations. [n this type of demonstration recommended practice of fertiliser use is
compared with farmers practice. About 1,000 two-plots demonstrations are conducted every year in
large number of kharif and rabi crops. So far over 23.000 demonstrations have been laid out wherein
the average vield increase in recommended practice over farmer s own practice of fertiliser use was 15-
60% higher in different crops.

Block Demonstrations. A compact block of 20 ha is selected for these demonstrations with a subsidy
of 50% for the supply of inputs to the farmers. These demonstrations are specifically laid out on pulse
and oilseed crops or local crop of the area to increasc the productivity. It is observed that fertiliser use
in thesc crops is very low and therefore there is a scope to increase fertiliser use by convincing the
farmers on a larger block. About 200 or more large scale block demonstrations are laid out cvery vear.

Critical Input Package Demonstration: In order to cover large number of farmers in newly-adopted
IFFCO villages critical input package comprising of seed. fertiliser and agro- chemicals are supplied
for raising a good crop. Micro-nutrients are also supplied if the soil is deficient. These inputs are
supplied to a group of 50 farming families in [FFCO villages for 2/4 crop seasons. IFFCO covers about
20.000 farmers every year under this programme. Over 222.000 farmers have been benefited since the
inception of this programme in the vear 1983-84.

03  Ficld Programmes

IFFCO has developed a wide range of ficld programimes to suit the requirements of a large number of
farmers at various locations. These programines support the demonstration activity on farmers’ field.
They include farmers’ mectings. field days, crop scminars, agricultural and social campaigns. These
progranmunes are organized well in advance of the sowing scason to impart knowledgc to the farmers so
that they can adopt the improved technology to incrcase the crop productivity and fertiliser use
cificiency. In thesc programmes agricultural universities. State Departments of Agriculture. voluntary
organisations, cooperative institutes and other developmental agencies are involved to help the
farmers 1o solve their problems. A bricf description follows:
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Iarmers’ N eetmgs: Through farmers™ mectings which are usually organised at a common place in the
village. farmers arc imparted knowledge about improved crop production technology. They are also
cducated about the rolc of plant nutrients and other aspects of crop production through charts.
shdes. films cte. Thisis a very important activity as farmers are directly involved in the communication
process. Every vear more than 2.000 farmers’ meetings arc organised. Since the inception of programme
about 47.200 farmers mectings have been organiscd.

lield Davs: Field day programmes arc organised on demeonstration plots which help the farmers to
appreciate the difference arising due to demonstration cffect. The farmers arc informed well in ad-
vance to participatc in ficld day programme. Farmers from ncighbouring villages are also given pre-
intimation for participation in the programme. District authoritics are also invited to participate in the
function. Farmers on whose ficld demonstration is laid out share their experiences for raising a good
crop. This provides an excellent opportunity for the interaction among the farmers and cxtension
workers to further disseminate the agricultural technology for raising a good crop. This programmc is
organiscd when the crop reaches maturity. About 800 ficld days are organised on demonstration plots
cach year.

Crop Seminars: This is a very important programme organised before sowing. [t isan occasion where
agricultural scicntists arc involved to remove the doubts concerning crop production and fertiliser
usc. Besides, farmers also get the benefit of participation of the officials from cooperative banks and
agricultural departments for solving their problems. Presently more than 200 crop seminars arc organised
on various crops cach vear. A total of 2735 crop seminars were organised during the period from 1977-
7810 1997-98.

Agricultural and Social Campaigns: Besides organising ficld programmes on crop production. IFFCO
is also organising various campaigns on agricultural and social aspects. These include soil and water
analysis. sced treatment plant protection. rat control. tree plantation. save grain campaign. weed
control, medical and veterinary checkup cte. Farmers are educated on the importance of theme of the
campaigns through demonstrations.

Training Programmes and Visits: IFFCO has started a special programme for farmers to impart train-
g on different aspects of crop production and allied activities. Training is given by agricultural
scientists at the agricultural universities and research institutions of different states. Groups of 40
farmers in cach group of farmers around 35 years of age are selected to attend a 5-days training
programme at different locations. The selection of the farmers is done by a commitice of officials of
agricultural/cooperative departments and IFFCO’s directors/RGB members. The programme benefits
morc than 1,500 farmers every year.

Advisory Committee Aeetings. 1t is important to take stock of the situation on fertiliser supply and
promotional programmes organiscd during the vear. The advisory committee meetings are organised
at the district. state and zonal Ievels with an objective to apprisc the Government officials, IFFCO
Directors and RGB members about [FFCO’s work and seck their opinion for further improvement. In
these mectings. progress and planning of sales and promotional activities are discussed and correc-
tive mcasures arc suggested to overcome various problems.

04  Soil Testing

Soil testing is onc of the important tools to know the nutrient requirement for a crop/cropping se-
quence. This helps to cconomisc on cost of fertiliser and also in increasing fertiliser use efficiency.
Keeping in view the importance of soil test. IFFCO has pressed into service two mobile soil testing
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vans for soil analysis on farmers’ fields. The first van became operative in April 1988 and the sccond
van in April 1990, These vans are equipped with soil analysis facilities and fitted with audio-visual
aids for publicity purposes. IFFCO has also produced films on crop production. balanced fertilisation
and agricultural development which arc screened regularly through these vans. The data reveal that
there 1sa definite change in fertility status of the soil analysed over a period of time and trend is from
high to medium to low in nutrients. Immediate measures to replenish plant nutrients if not taken. the
fertitity status will further go down reducing crop productivity.

[FFCO has also sct up two static soil testing laboratories at CORDET. Kalol [Gujarat] and Phulpur
[Uttar Pradesh| cach having an analysing capacity of 25.000 soil samples annually. IFFCO's field stafT.
through soil test canpaigns. sends soil samples to these laboratorics for analysis. Soil testing facili-
tics available at stite government laboratorics and agricultural universities arc also used for analysis.
Both the CORDET soil testing labs till now starting from the vear 1980-81 have analysed 542,000
samples. IFFCO ficld staff in 8.031 soil sampling campaigns had collected over 800.000 samples and
got these analysed in CORDET and other labs.

05 Sced Multiplication Programme

Sced Multiplication Programme was initiated by IFFCO in the vear 1978 in the states of Haryana and
Punjab through registered seed growers. Since then IFFCO sced has been in great demand among the
farmers. Later. the programme was extended to other states. [FFCO is now taking up collaborative
SMP by helping other seed corporations/state sced corporations. Most of IFFCO’s large scale block
demonstrations have also been converted into seed multiplication plots. Seed produced by IFFCO is
sold to the farmers through [FFCO Farmers™ Service Centres and IFFCO-NCDC adopted societies. In
Uttar Pradesh. 1IFFCO sced is also sold through the Department of Agriculturc & Cooperation and
through marketing federation s sale points. IFFCO’s own programmc has been taken up in the states
of Harvana. UP. and Punjab whereas collaborative programmes arc operational in the states of Punjab,
UP, Bihar. Rajasthan. Gujarat. Madhya Pradcesh. Orissa. West Bengal. Andhra Pradesh. Karnataka.
Tamil Nadu and Kerala. Annually more than 7.000 ha area is covered under this programme with an
cxpected sced production of about 20,000 tonnes. We do not intend to further expand the programme
because it would require further specialised manpower,

06  Village Adoption Programme

Itis indeed a difficult task for any single agency to approach individually and work with every farming
family of over 0.6 million villages in the country. It is. therefore. of utmost importance to develop a
model village which will set a trend in ncighbouring villages. To bring about an overall development
in the farming families through integrated rural development programme with special emphasis on
agricultural development. IFFCO adopts a village for a lumited period of 3 to 5 years. Villages are
sclected by IFFCO on following lines: a] It should have potential for agricultural development and
located in backward arcas: b| It should have farming families between 100-200 for effective monitor-
ing: c] It should not have been adopted by any other agency: d] The farming familics should be rcady
to extend cooperation in implementing the developmental activitics: and. ¢} It should be nearer to the
Head Quarter of IFFCO's Ficld Officer for a closer supervision.

Planning and Ixecution of the Programme: Bench mark survey of the village is conducted prior to
sclection of village keeping in view the following aspects: i} Location, existing infrastructure likc
educational and health facilities. post office ctc.: ii] Number of familics - farming and non-farming. stzc
of land holding. gcographical area. net and gross cropped and irrigated arca, cropwise arca. produc-
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tivity and production under local and HY V. cropping sequence ctc.: iii] Soil fertility status. soil type
and extent of problematic soil: and iv] Cropwise fertiliser usc and share of fertiliser consumption,
method of fertiliser use, credit facility. input delivery system, loan recovery etc. A village coordinator
is identified in each village during the adoption period. He is preferably a resident of the same village
and acts as a link between [FFCO and farming families. He involves himself in [IFFCO’s field programmes
and looks after maintenance of agricultural equipments provided for community use in the village.

Action Plan: Once the bench mark survey of the village is available, constraints analysis is made to
draw specific action plan for the farming families. Planning efforts are always made to involve all the
farming families in the developmental activities. Timely visits are made by IFFCO’s officials for
implementation of programimes which are monitored at Arca Office level.

Monitoring and Evaluation: The village adoption programme is monitored, from time to time, by
IFFCO Field Officers and reviewed at Area Office level. While evaluating the programme, emphasis is
laid on following parameters: Increase in fertiliser consumption, arca under HY'V crops, irrigation and
input usc; [mprovement in basic amienities and facilities like health, education, transport, communica-
tion, drinking water etc.. Improvement in crop loan recovery: and Number of promotional programnies
organised.

While organising the field progranunes, emphasis is laid on improving efficient use of inputs particu-
larly fertilisers. Seed-cum-fertiliser drill, plant protection cquipments like spravers, dusters etc. are
made available for community use in the village. Wherever required, soil augers, sickles and other
necessary equipiments are also supplied to the farming families. Social aspects like human and animal
health care, village sanitation, promoting animal husbandry as a subsidiary activity. installation of
bio-gas, solar cookers. family welfare programmes. social forestry ctc. are also kept in view while
planning the developmental activities. Youth Club and Mahila Mandal are also involved in the
programmes. Schemes like supply of books to children, construction of simokeless chulhas, distribu-
tion of storage bins, training on fruit and food preservation are imparted in villages. In a particular
year about 500 villages are adopted by IFFCO, at lcast one village by a Field Officer. Till now about
2.550 villages have been covered under this programme.

07  Promotion and Publicity Activities

Fertiliscr promotion is one of the imiportant component in fertiliser marketing. The objective is to
create awarencss about fertilisers and provide technical information on the improved agricultural
practices and fertiliser use so as to increase the productivity and fertiliser usc cfficiency. Mass media
approach is followed in fertiliscr promotion. A description of the methods adopted follows:

Radio, Television and Press: These are effective and powerful medium of communication and the
message is conveyed even in remote and inaccessible areas ina short time. IFFCO has been taking the
advantage of the media for promotion of fertiliser usc. IFFCO’s field staff often deliver talks on AIR
and Doordarshan. Popular articles on fertiliser use and crop production are also published in local and
national level newspapers.

Frairs and Exhibitions: Fairs and Exhibitions arc organised at local and national level to appraise the
farmers about achievements in agricultural development through audio-visual aids. This medium has
amass appeal. IFFCO avails the opportunity to participate in such popular programmes.

Technical Literature: Publication and updating of technical literature from time to time in regional
languages on crop production practices and fertiliser use is very important. This include crop folders,
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leaflets. pamphicts etc. which gives a brief account on crop production technology. IFFCO has
brought out five volumes of its publication entitled *Soil Fertility and Fertiliser Use™. This is a compre-
henstve publication covering wide range of topics on sustainable agricultural production. All the five
volumes have become very popular nationally and Internationally.

Hoarding and Roadside Sign Boards: 1FFCO is effectively making use of the state and national
highways and also market places for promoting the concept of balanced fertiliser use by crecting
hoardings and roadside sign boards. wall paintings ctc. The front walls of village cooperative socict-
ies and panchayats have been painted with slogans promoting balanced and cfficient fertiliser usc.

Crop Films: Understanding the importance of electronic media and popularisation of videos. IFFCO
has devcloped 8 crop {ilms depicting the package of practices for the benefit of farmers. These films
are of 15 minutes duration and cover important crops like rice. wheat. maizc. pearlmillct. cotton.
sugarcanc. sovabcan and mustard. These films are regularly screened through two mobile soil testing
vans and also in field programmes. IFFCO has also preparcd 15 films in regional languages on
balanced fertilisation. These have become extremely popular among farmers. Recently a film on Inte-
grated Plant Nutrient System [IPNS] was also produced.

(08  Special Projects

Crop production technologies developed by agricultural universities and rescarch institutes particu-
larly with respect to improving productivity of crops and fertiliscr usc efficiency and also for natural
resource management need to be demonstrated on the farmers’ ficld for subsequent adoption by them
and other farmers. IFFCO has undertaken various special projects under specific situation like dry
land. problematic soils. tribal and backward arcas ctc. The special projects are initiated with an objec-
tive to help the farmers to grow a good crop with technological interventions and subsequently adopt
the new technololgy. The projects arc operational on the following theme: | 1] Dry Land Farming/Arca
Development: [2] Land Reclamation: [3] Tribal Arca Development: [4] Lab-to-Land Programme: | 5]
High-Tech Projects: and [6] Integrated Plant Nutrient Svstenn.

The constraint analysis for cach project is done through a bench mark survey of the project area and
then an action plan is drawn for a period of 3 to 5 years. The project is monitored and evaluated for the
progress such as increase in HY'V arca. crop vield. fertiliser consumption cte. In the past two decades
IFFCO has successfully completed 34 projects in different specialised arcas.

09 High-Tech Projects

Technological advancenient in the field of agriculturce has brought considerable changes over con-
ventional tcchnologics. The new technologies are alse high-tech. These technologies need special
cfforts for their dissemenation. IFFCO has identified some of these technologies for wider adoption
and implementation. Five such special projects. onc in each IFFCO Zone were launched during 1995-
96 for a period of three vears. These projects. also referred as Zonal projects are as under:

North Zonc Bio-Pesticides

East Zone Bio-Fertiliscr

Wesl Zone Micro-Irrigation System
South Zone Agricultural Implements

Project on Promotion of Bio-Pesticides: Though the per hectare usc of chemical pesticides in India is
much less as compared to many devcloped countrics. vet the problem caused by their unregulated
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use is quite severe. particularly in some commiercial crops. Indiscriminate use of chemical pesticides
may also lead to enviroumental problem and food poisoning. therefore. the cmphasis is being shifted
to the concept of Integrated Pest Management [ IPM]. IPM cuvisages a judicious mix of all techniques
- cultural. mechanical. biological and chemical for keeping the pest population below economic injury
level [EIL]. Biological control. a method to supress insect and diseascs with the help of living organ-
ism can provide reliable and safe alternative to excessive pesticide use. The project on proniotion of
bio-pesticides aims at popularising bio-pesticide usc as IPM component in the major pest prone area
of North India. The project has been initiated at 10 locations in the states of Punjab. Harvana and
Rajasthan covering cotton. sugarcanc, rice and vegetable crops.

Training progranumes for the project staff and farmers on [PM technology in general and bio-pesti-
cides techinology in particular have been organised to understand and adopt the technology. Collabo-
ration of Agricultural Universities and bio-pesticide manufacturers have been souglit to demonstrate
the technology on farmers’ ficlds. Bacillus thuringiensis var kurstaki [BTK]. Nuclear Polyhedrosis
Virus [HPV] and Granulosis Virus [GV] were introduced on the demonstration crops. Pheromones
traps and IPM kits were provided at all the sites. Initial results have showed that usc of chemical
pesticides can be reduced considerably without affecting the vields.

Project on Bio-Iertilisers: The project is being implemented in district Midnapur. Murshidabad,
Birbhum. Burdwan and Hoogly of West Bengal. Various bio-fertilisers like Rhizobium, Azotobactor.
Azolla and PSB were applicd to specificd crops in large arcas, Results of the field demonstrations
undertaken during kharif 96. and kharif 97 in Burdwan Area Office is highlighted in Table-1. The
progranune is being implemented in collaboration with the Department of Agriculturc and BCKVYV,
Kalyani.

Table-I: Results of Bio-Fertiliser Demonstrations in Rice Crop

Name of District Birbhum Hooghly Burdwan
Kharif-96

No. of Villages 13 2 27
No. of Packets 15.900 200 8.000
No. of Farmers 862 50 1.636
Yield [q/ha] Trcated 552 564 525
Yicld [q/ha] Untreated 50.6 548 475
% increasc 91 21 10.5
Kharif-97

Biofertiliser used PSB PSB PSB
No. of Packets 11.000 7.000 14.000
No. of Bencficiary 840 821 17()14
Yield [q/hal Treated 538 510 529
Yicld [g/ha] Untreated 49 18 30.0
% Increasc 9.8% 6.2% 5.8%
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Project on Micro-Irrigation System: A project on increasing water use efficiency [WUE] through
micro-irrigation System |[M1S] has been inttiated from 1995-96 for a period of 3 vears. The project has
been launched in collaboration with the Statc Department of Agriculture. Cooperative Sugar Factory.
Thane and the College of Agriculture. Punc. The operational area of the project is limited to Haveli
block in district Punc in the State of Maharashtra. The priman objective of the project is (o propagate
the concept of micro-irrigation system (o incrcase WUE and thereby increasing irrigation/cropping
intensity and productivity of sugarcanc. horticultural and vegetable crops.

Besides encouraging installation ol drip irrigation on 5333 wells in 10 cluster of villages. intensive
cducation programme was also planned. Results of the activitics in terms of productivity enhance-
ment. increase in irrigated arca and fertiliser consumption. arc given in Table-I1.

Table-IE Achievements from MIS Project

Particulars Sugarcanc Veg/ Hort. crops Total
1. MiISinstalled [No.| 208 345 333
2. Areacovered [ha] 159 279 438
3. Crop productivity |t/ha]
1994-95 91.3 26.9 | Tomato] —
1997-98 120.8 36.1 —

4 Fentilizer Consumption [kg/haj
1994-95 — — 45.33
1997-98 — — 8425

Projecton Agricultural Implements: The project on use of agricultural implements for improving the
crop productivity has been assigned to South Zone and is being implemented in the selected arcas of
the states of Andhra Pradcesh. Tamil Nadu and Karnataka. Project reports for all the three states were
prepared in consultation with the Department of Agriculture and State Agricultural University. The
actual implementation had started from 1996-97.

Fifteen villages in Podalkur Mandal [Nellore]. A.O. Nellore of Andhra Pradesh. 10 villages in Arcot
and Walaja taluka {N.A. Ambedkar| and 3 villages in Kanchecpuram taluka | Chengelpet MGR], A.O.
Vellore of Tamil Nadu and 5 villages in K.R Pet taluka {Mandyval. A O. Hassan of Karnataka are
covered for the project implementation. Rice. Ragi. Sugarcanc. Groundnut and Pulscs crops reccived
priority in the use of implements under this project. The project activities are being implemented
through local cooperatives. which. in turn. have been strengthened because of increased turn-over
and diversificd activitics. A large number of agricultural machinery and implements werce distributed
in the project village depending upon the identified need of the villages.

Impact of the project activitics in terms of crop productivity. fertiliser consumption. business turn-
over of the cooperative socicty in the village of Arca Office Hassan of Karnataka arc presented in
Table-111. Almost identical impact was obscrved in the other arcas of project implementation.



Table-II: Impact of Agricultural Implement Project in Hassan Area

Particulars [base year 1995-96] 1996-96 1997-98

1. Crop Productivity [kg/ha]

Rice 3,730 4,000 4300

Sugarcane 105,400 120,600 135,000

Ragi 2400 2,450 2,500

Banana 51,300 5,200 53,700

2. Fertiliser Consumption [kg/ha] 16.18 54.24 59.96
. Turnover of Coop. [Rs. Million] 47.60 56.60 7730
4. Cooperative Membership 7761 8006 8272

Project on the Use of Plastics in Agriculture: Plasticulture has shown potential in enhancing over all
agricultural efficiency, particularly water-use efficiency thereby increasing productivity, minimising
post-harvest losses and better utilisation of resources. Usc of plastics in irrigation and water manage-
ment has proved successful in increasing water-use efficiency to a great extent. The project on use of
plastics in agriculture has been undertaken in Madihan and Bighapure block of district Mirzapur and
Unnao, in UP, respectively, Motipure block of Muzaffarpur district in Bihar.

Project activities in Madihan block envisage management of run off water through construction of
small check points at several locations on natural water course and harnessing the available water for
crop production by installation of pumps and use of plastic pipe and channels for field irrigation.
About 10,000 meter of PUC pipes will be provided to the farmers in selected villages. To economise the
water use 50 plastic sprinkler sets will also be provided. Plastic mulch will also be introduced in these
villages. A demonstration of 10 ha on plastic mulch thus will be created. Similar programmes will also
be taken in other two blocks of the project districts with additional activities of plastic ponds. Plastics
for post-harvest storage and plastic green houses is also encouraged. To popularise the concept the
field activities will be backed by extension pogrammes of farmers education on use of plastic in
agriculture. The programme was initiated in the year 1996-97. Impact of some of these activities is
highlighted in Table-IV.

Project on Integrated Plant Nutrition System [IPNS]: The IFFCO has initiated ON-FARM studies on
IPNS with the following objectives: [a] 1o integrate various sources of plant nutrients; [b] to promotc
nutrient application based on soil test, and [c] to incorporate pulses, oilsceds, green manure. veg-
ctable crop as a 2nd and or 3rd crop in the cropping sequence to maintain soil fertility and generate
additional income to the farmer.

IFFCO IPNS studies started in 1993 with a case study of village Mattersham [Hissar]. Haryana with
an objective 1o explore the possibilities of working out the plant nutrient resource inventory of a
farmer. The study revealed: 1| Reluctance of farmers to include green manure in cropping sequence: 2]
Necd for promotion of pit method of FYM preparation; and 3] Reluctance of farmers to install bio-gas
plant due to space problem and operational maintenance. An effort was also made to work out the
apparent balance sheet of nutrients which revealed negative balance of nutrients in soils based on
one vear of cropping sequence. The studies provided a very good feedback to the research workers
and extensionists about the status of agriculturc in gencral, and fentiliser use in particular. on farmers’
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fields. These studies also revealed the lcvel of nutrients used and their likely deteriorating effect on
soil health which may form a base for formulating nutrient management research programme both
under ON-FARM and ON-STATION conditions.

Table-IV: Impact of Project Activities in Mirzapur & Unnao Districts [UP]

Activity Sprinkler Sets HDPE Pipe Borewell Check dam
No. of Farmers 20 49 8 26
Cropped Area fha]
1995-96 141 263 232
1997-98 6.57 3.76 422
Irrigated Area [ha]
199596 3.26 1.90 1.43 4.00
1997-98 541 334 433 13.50
Fertiliser Consumption [kg/ha]
1995-96 84.00 82.67 80.25 75.00
1997-98 119.80 107.14 130.00 90.50
Yield of Crops [q/ha]
Paddy 199596 29.25 29.12 3333 17.50
1997-98 3940 39.25 47.00 26.50
Wheat 19935-96 26.17 2642 3337 16.00
199798 3645 36.87 46,12 2543

IFFCO carried out ON-FARM studies at 8 locations in different agro-climatic zones of the country on
7 farmers’ ficlds at cach location from rainy season [Kharif] of 1994 in collaboration with IFFCO
Professor Chair in Agronomy and Soil Science disciplines in agricultural universitics and also at the
CORDET, Phulpur. The farmers’ practice was compared with IPNS practice in a cropping sequence.
The programme of IPNS was further expanded as an extension arm of the main 8 IPNS field studies
during 1995-96 to around 30 locations on two farmers’ fields at each location. Data reveal that crop
vield with IPNS practice lias been higher as compared to farmers’ practice at all the locations by about
20-25% and also there was a reduction in the application of nutrients through fertilisers.
[FFCO-1A0 Collaboration on [PNS: Two missions from the FAO of the United Nations have col-
laborated with IFFCO in asserting the apparent nutrient balance sheet under ON-FARM condition. A
case study of village Kazipura and Bayana in Ghaziabad, Uttar Pradesh showed that farmers are able
to manage their soil through judicious application of FYM. In another study in village Kanech in
Ludhiana district of Punjab. it was found that the cropping intensity of 198% is not sustainable as soil
is mined of its nitrogen and potassium reserves as insufficient quantity of organic matter is added into
the system.

1t Research and Development

[FFCO Professorial Chairs: The agricultural universities and research institution has played a com-
mendable role in developing location specific crop production technology and its dissemination at
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the farmers level. IFFCO instituted 14 Professorial Chairs in various universities and one at Vaikunth
Mehta National Institute of Cooperative Management, [VAMNICOM]. Pune, for collaborative work
and also to seek their guidance in the field programmes on various aspects of crop production. These
Chairs are instituted in the disciplines of Agronomy, Soil Science, Extension, Cooperation, Agro-
Economics and Fertiliser Technology. These Chairs are facilitated by resource persons drawn from
national institutes to review and formulate action plans. Professorial Chairs operating at various
universities or research institutions are given in Table-V.

Table-V: IFFCO Professor Chairs at Universities and Research Institutions

SrNo. Institution Date of Initiation
L Agronomy

01 Punjab Agricultural University, Ludhiana Aug 1980
02 Jawaharlal Nehru Krishi Vishwa Vidalaya, Jabalpur, Indore Campus Jan 1982
03 Andhra Pradesh Agricultural University, Hyderabad - . May 1982
04 Chandra Shekhar Azad University of Agn & Technology, Kanpur ... Dec 1985
05 Tamilnadu Agricultural University, Coimbatore ... Dec 1985
06 Bidhan Chandra Krishi Vishwa Vidyalaya, Nadia, West Bengdl . Apr1986
B Soil Sciences

07 Gujarat Agricultural University, Junagarh . .. . Jun 1980
08 Govind Ballabh Pant University of Agri & Technology, Pantnagar ... Oct 1980
09 CCS Haryana Agriculture Untiversity, Hissar .. . .. Mar 1982
10. Orissa University of Agriculture & Technology, Bhubneshwar . Feb 1985

ML Extension and Cooperation

11. University of Agricultural Science, Bangalore ... . Aug 1980
12. Rajasthan Agricultural University, Bikaner, Udaipur Campus - Apr1981
13. Vaikunth Mehta National Institute of Cooperative Management, Pune Dec 1981

IV, Agro-Economics
14. Kerala Agricuttural University, Vellanikkara, Thrissur May 1995

V., Fertiliser Technology
15. Banaras Hindu University, Varanasi May 1998

Soil-Test-Based Trials on Farmers’ Fields: Understanding the importance of soil test, [FFCQO con-
ducted soil test based trials on farmers’ fields from 1992 to 1995 in 108 villages covering 92 districts in
14 states of India with a broad objective to demonstrate the comparative efficacy of soil test based
recommendations under ON-FARM conditions. These trials were conducted on the same site and in
the same cropping sequence during the period of study. The trials were laid out in Randomized Block
Design with four replications and five treatments viz.. a] Control; b] NPK dose as per farmers’
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practice; c] Soil-test-based recommended dose of NPK; d] Generalised recommended dose of NPK.
and ¢] 150% of the recommended dose of NPK. No organics were added during the period of study in
any of the treatment . Secondary and micro-nutrients were, however, applied as per the recommenda-
tion in all the treatments. A total of 511 trials were conducted on 15 crops. Results of the trials revealed
that nutrient application based on soil test has advantage in increasing the grain yield, and response
over other treatments. Field days and visits were organised on the trial sites to show the treatment
differences to the visiting farmers. It is, therefore, necessary to strengthen our efforts of promotion of
nutrient application based on soil test on farmers’ fields in the overall economic interest of the farmers
and health of the soil.

11 Conclusion

IFFCO is better known for its promotional and educational programmes. A variety of need- based
programmes have been introduced from time to time 1o make IFFCO a household name in the rural
areas. With the intensively ramified network of cooperative outlets it has become essential to put
IFFCO promotional and educational programmes uniformly all over in the marketing territory. In
addition to farmers’ education and fertiliser promotion activities a number of other programmes have
been undertaken by IFFCO for the betterment of quality of life of rural community and building
cooperative culture. IFFCO presently would like to continue these programmes. However, the empha-
sis in the future programme will be focused on balanced fertilisation, fertiliser use efficiency, promo-
tion of bio-fertiliser, IPNS, natural resource management and environment-friendly sustainable agri-
culture. The programmes will have linkages with the promotion of sales of IFFCO fertilisers particu-
larly in areas with low fertiliser consumption which need further efforts of market development.

As a future strategy of extension education, IFFCO wishes to develop some of the cooperative
societies as AGRI-INFO CENTRES using internet communication technology. Geographical Informa-
tion System [GIS] using satelite pictures on natural resource of the area including information on crop
vigour etc. shall be available on IFFCONET to enable extension workers to advise farmers on optimisation
of natural resources and taking care of crop and soil health on ongoing basis. The system will also
have information on improved technology and input availability.

“Resource poor farmers need to be enabled with the provision of basic infrastructure, information
and training, technology, regulatory framework and facilities etc. before they are in a position to
compete in open markets.”
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Chapter-11

Governance in Agricultural
Cooperatives in Asia

Gopal N. Saxena

In cooperatives, the lern “governance " implies democratic control through member participation
and transparency in management systems of which the trust and mutuality are the foundations. In
selting-up the good governance for effective functioning, some fundamental guiding objects like
shared goals, relations built on trust, operational interdependence, relative equality in size and
continued active dialogue with the members are of prime importance. Broadly, for cooperatives, the
governance can be termed as a meaningful harmonious rhyvthmic relationship between the coop-
erative organisation and its members and constituents for achieving the common objectives through
inter-dependence, observing cooperative values to the extent possible. However, no hard and fast
rule, guidelines, or for that matter, a definition of governance could be given.

Essential expected role of the elected leadership in setting up a good governance, therefore, would
be to take care of the members needs, transparency and right of information to members, develop
consensus in decision-making [democratic decision ywhere the dissent is not to be overlooked] and
above all, to ward off the interference by the non-stakeholders like governnent and politicians. In
order that the cooperatives remain member-driven, the autonomy of the Board is important. Rede-
fining the role of federal structure, institution of professional management and value-based man-
agement and social audit are some other key aspects of governance in cooperatives. Dr Gopal N.
Saxena is the Joint General Manager [Cooperative Services] with the [FFCO.

Defining Governance

Governance is a broad term and cannot be defined in exact frame and parameters. The paramcters for
governance will differ from organisation to organisation and institution to institution depending upon
their needs and the character of the organisation. The "governance™ for any government in a country
will depend upon the naturc of the legislation, the form of the government and the state of the people
governed by it. Similarly, for a private organisation, the “governance™ will depend upon the type of
the business. masses catered. intercst of the stakeholders and the fulfillment of the objects for which
it has becn established. Likewise. the “governance™ for cooperative bodies will largely depend upon
the form of the cooperatives. purpose for which they have been formed, the existing law for the
cooperatives and the business carried out and the objects, and the people involved with these
organisations. The broad basic factors. which influence the “governance” in a cooperative organisation,
are discussed in this paper.

The Parameters

The ICA Centennial Congress held at Manchester in 1995, adopted the definition of a cooperative as:
“A cooperative is an autonomous association of persons united voluntarily to meet their common
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economic, social. and cultural needs and aspirations through a jointly-ovened and democratically-
controlled enterprise.”

The autonomy of any cconomic enterprise will mainly depend on the level of its being self-reliant and
financially viable. Since it is inherent in the functioning of cooperatives to follow the valucs of sclf-
help. self-responsibility. democracy. equality. equity and solidarity. the principles of governance in
cooperatives will. therefore, chiefly revolve around it’s autonomy and taking the enterprise to self-
reliance by enthusing the members for their increased active participation in managing the affairs of
the society for achicving the identified common objects through healthy professional management
practices.

The Governance

In cooperatives. the “governance™ implies democratic control through member participation and
transparency in management svstems to which the trust and mutuality are the foundations. In setting-
up the good governance for effective functioning. some fundamental guiding objects like shared
goals, rclations built on trust. operational interdependence, relative equality in size and continued
active dialoguc with the members are of prime importance. Broadly. for cooperatives. the governance
can be termed as a meaningful harmonious rhythniic retationship between the cooperative organisation
and its members and constituents for achieving the common objectives through inter-dependence.
observing cooperative values to the extent possible. However, no hard and fast rule. guidelines. or for
that mattcr. a definition of governance could be given.

In a cooperative socicty. it is very essential that the critical balance between the needs of the members
expressed through the democratically clected Icadership be implemented by the professional execu-
tives to the entire satisfaction of the members of the cooperative socicty. This tight rope balance can
function pragmatically only when the enlightencd democratic [cadership assumes the role of monitor-
ing and supervising the timplementation of cconomic and social nceds expressed by the members
without interfering with the implementation process by the professional tcam.

Sincc the cooperative organisation is "democratically” controlled. the members and their expressed
opinions form an important ingredient of the governance. Therefore, the system of governance in
cooperatives is relatively a complex system compared to private cnterprises. because ensuring reten-
tion of control by members. (0 a great extent. depends on the awarencss, understanding and knowl-
cdge ol the clected representative about the cooperative philosophy. responsibility and their own role
in the management. In order to insulate itself from the outside interference such as political and
government. the prevailing legislation made for the cooperatives will also play a great role. Thercfore.
the good governance in a cooperative socicty will largely depend upon the following factors: Aware-
ness to Elccted Representatives: Cooperative Law: Role of Government: Federal Structure: Profcs-
sional Management: Valuc-based Management: and Soctal Audit.

Awarcness to Elected Representatives

Itis an accepted fact that an enlighiened democratic lcadership will play a crucial role in sctting up the
good governance in anyv cooperative society. Since the cooperatives thus far have evolved out of the
weaker sections unfortunately their representatives arc scantly aware about responsibilitics and role
they are supposed to play. Their knowledge about the business dimensions. vision. business acumen
and sharpness to take control of the business initiatives is far from desirable. Thercefore. in case a
healthy environment for good governance. if it1s to be sct up. there is an absolute need to make them
awarc about the existing faws for cooperatives. awarcncss about their role and fraternising them with
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the existing business environment. This is a very sensitive and difficult task which. if the existing
"subordinate executives” do not perform. the parameters for good governance in a cooperative
cannot be established. The role of subordinate professional executives becomes more difficult most
of the times as the cooperative leaders think that their knowledge does not require any supplement.

Besides, it has also been observed at most of times that the professionals also exploit this inherent
weakness and take away the control and initiatives from tlie elected representatives. In this situation
the organisation shirks from catering to the fclt nceds of the members and, thus, actually functions as
a private business enterprise.

Essential expected role of the elected leadership in setting up a good governance, therefore, would be
to take care of the members™ needs. transparency and right of information to members, develop
consensus in decision-making [democratic decision where the dissent is not to be overlooked] and
above all, to ward off the interference by the non-stakeholders like government and politiéians. [n
order that the cooperatives remain member-driven. the autonomy of the Board is important.

Recently. the Confederation of Indian Industries [CI1] has set up a committee of leading industrialists
in India on ~Desirable Corporate Governance in India”. One very vital thing, which has been men-
tioned regarding the functioning of the Board in any corporate cntity, is reproduced below:

"It has been proved time and again in the USA, Great Britain. Germany and many other OECD
countries that the quality of the Board — and. hence, corporate governance — improves with
the induction of outside professionals as non-executive directors.”

As a recent article put it: “Obviously not all well-governed companies do well in the market place.
Nor do the badly governed ones always sink. But even the best performers risk stumbling some day
if they lack strong and independent Board of Directors. ™

Cooperative Law

In most countrigs the “cooperatives’ were recognised as an important economic tool, therefore. were.
in most cases. formed at the “encouragement” from the Government. Besides. due to their vast network
and location in interiors. also prompted the Government to usc the cooperative system as the "arm” of
government. The involvement of weaker section and convening to government were instrumental in
evolution of cooperative laws giving more control to government. Consequently. most provisions in
the cooperative law are restrictive rather than promoting the interests of the members. Therefore, there
is an urgent need to amend the existing cooperative law in such a fashion that the initiative rests with
the members and the members’ interest is protected and promoted. The government initiatives have
reached to such a level that a general impression of cooperatives is that they are “created by statute.
thev are controlled by statute and so. there can be no objection to statutory intcrference with their
composition on the ground of contravening of the individual right of frecdom of association™. In
present cooperative forms since the interest of the members has taken a back scat and the coopera-
tives, by and large, have become government-directed and government-controlled bodies. in such a
scenario, the governance in cooperatives becomes meaningless.

In the past. a number of high-profile studies were conductcd. at least in India. which suggested a
thorough review and revision of cooperative legislation in the country, making it more member-
oriented. member-driven. member-fricndly and business-oriented. So far. only very meek efforts have
been made to really do something constructive. The Cooperative Law remains the same — in the name
of reducing the powers of the Registrar. more burcaucratic hurdles have been created and thus
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smothering the initiatives of grass-roots level members. Governance should, in fact. be with the
consent of the people and in the interest of the people. Governance should be based on some ethics,
principles. values and norms. Creating parallel and the so-called “autonomous cooperative laws™ are
no solution —one law governs cooperatives with government financial stake and another law governs
the cooperatives where there are no government stakes. These are the academic exercises, which may
add to the confusion and miseries of ordinary members who are still trying to fully comprehend the
essence of “Cooperation”. Most cooperative bodies which are formed to play tmportant role including
lobbying with the Government are also not independent: they are already under the control of the
State and operate “outside the purview” of the prevailing government laws. Good governance emerges
through honest application of prevailing laws and respecting the spirit behind these prevailing laws.
Circumventing the coopcrative laws for self-interest does not qualify to be called as good gover-
nance. Pcople look for a role model. people look for good govermnance, people respect and abide by the
“rule of law™.

The Role of the Government

In view of the existing scenario and discussion as above. it becomes evident that in setting up the
nature of governariice in the cooperatives. the role of the government in the promiotion and develop-
ment of cooperatives cannot be ignored. The main components of governance are the Principles of
Cooperation defined by ICA and which arc universally accepted and the legal framework [which has
been provided by the state through the cooperative legislation and cooperative policies]. Whereas
the prime importance of the rights and dutics of members of cooperatives and cooperative members in
governance cannot be overlooked, at the same time. it is cssential to examine the rights and duties of
the state vis-a-vis the Cooperative Movement. In most countries. the role of the Registrar of Coopera-
tive Societies has no longer remained of a “friend. philosopher and guide™ of the Cooperative Move-
ment. but this office is now. in most cases. being used as a “single” keyv option to exercise control. A
large number of cooperative institutions. especially the most lucrative ones ¢.g.. the cooperative
banks. marketing federations. sugar cooperatives, datry federations. housing federation are all headed
now by the government officers or government nominees. Two pretexts i.e.. involvement of sizeable
money in the cooperatives. and secondly. safeguarding the interest of poor members come very
handy to the government. This is not entirely true. Such nominations arc also highly politically-
oriented and politically-motivated. This can be cstablished by the naked fact that as and when there
is a change in ruling party. there are mass suppressions and changes in noninations inn cooperatives.

From an international stand point. it is worthwhile to makc a mention of the guidelines aimed at
creating a supporting cnvironment for the development of coopceratives. which have recently been
suggested to the UN Sccretary-General for securing the approval of the UN General Assembly. After
nearly 30 vears of substantial changes in global economic and social conditions in the Cooperative
Movement and in the relations between it and the governments. there was a need to change the tone
and emphasis to reassess the underlying concepts of aid to cooperatives and to include matters not
addressed by it.

Appreciating the urgent necd for guidance to many governments on policy regarding cooperatives
and the Cooperative Movement the International Cooperative Movement comprehensively reviewed
its values and principles and the nature of its proper relationship with other sections of the society.
including government, and adopted a ncw Statement on the Cooperative ldentity at the Centennial
Congress of the ICA in 1995.

The objectives of such guidelines are expected to be as follows:
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- Government to recogntse the Cooperative Movement as a distinct and major stakcholder in both
national and international affairs:

- Governments recognise that the Cooperative Movement is highly democratic. locally autono-
mous but internationally integrated. and a form of organisation of associations and enterprises
whereby citizens themselves rely on sclf-help and their own responsibility to meet goals that
include not only cconomic but social and environmental objectives:

- Governments scek to support the Cooperative Movement and to work closely with it to develop
an cffective partnership to achieve thetr respective goals:

- Government to take into account the special character of cooperatives and the Cooperative
Movement. which differs significantly from that of associations and enterpriscs not organised
according to cooperative valucs and principles.

Governance. and for that matter. good governance. is not the game of singles. In this case. the
governments and the Cooperative Movement have to join forces to bring about positive changes in
favour of the ultimate basic members.

Federal Structure

In order to effectively serve its members and to also strengthen and propagate the Cooperative
Movement. it is desirable that the cooperatives not only have a well-knit and widcly spread structure
atdiffercnt levels through multi-ticred structure, the federation aspect of cooperatives has also been
expressed in the 6th ICA Principle of Cooperation ~“Cooperation among Cooperatives™. The 6th ICA
Cooperative Principle states: “Cooperative serve their members most ¢ffectively and strengthen the
Cooperative Movement by working together through local, national, regional and international
structures.”

It may, however, be cnsurcd that these upper tiers do not grow at the cost of primarics. The upper
federal tiers of cooperatives should be made to play more positive role in promoting the interests of
primaries rather than acting as their competitors. The various tiers should function through “inter-
dependence” so that the need for cach tier remains in prominence.

Professional Management

Whereas it is the collective responsibility of the Board of Directors to further and protect the interests
of the members and carry out the business of the cooperative society according to expressed needs
by the members. the role of “professionals™ in setting up good governance cannol be ignored. Taking
advantage of the lack of awarencss about cooperatives and the business. often the expert professton-
als dominate the cooperative governance and often indulge in such activities. which are neither the
social nor the cultural nceds of the members. [tis. thercfore. imperative that the professionals who are
associated actively in the jobs of the cooperatives should be necessarily inducted into understanding
cooperative philosophy. cooperative way of functioning and, above all. respecting the democratically
expressed needs of the members.

Value-based Management

The relation of the profcssional managers with the Board and vice-versa has been attracting the
attention of the Cooperative Movemient in Asia. The ~Value-based Professional Management™ which
has becn imtroduced by the Leicester University. is being intenscly debated now days. The concept
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of valuc-based management emanates out of the thinking that there should be only one unificd board
in a cooperative society to build a collective competency by bringing in professional managers as a
united team on the Board to achieve the objects of the cooperative soctety. The tcam of professional
managers on the board. such as functional directors. allows them to comprehend the thinking of the
elected leaders in its totality and thus are able to serve their members without compromising their
professional management capabilities.

The concept of the valuc-based management is adjudged to be better to any other corporate competi-
tor because cooperatives are owned by members who are also the users of these services generated
by it and not mcrely customers alonc. The underlying current of this concept is that the professional
managers must lcad first and management of implementation afterwards. This concept will have ample
scope to allow policy formation to be driven by both member-lead philosophy and business results.

Social Audit

To judge the affectivity of a cooperative society to the purposes it has been formed besides the
financial and management audit, the socicty should also conduct social audit so that it may receive a
positive feed back about the reach of the scrvices it is rendering to its members.

“Good governance emergexs through honest application of and adherence to prevailing laws and
by respecting the spirit behind these prevailing laws. Circumventing the cooperative lavws for self-
interest does not qualify to be called as good governance in cooperatives. People look for a ‘role
model’, people look for good governance, and people generally respect and abide by the rule of
law.”
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Chapter-12

Governance
in the Management of Cooperatives

Daman Prakash

he four key components of governance are accountability, transparency, predictability and par-

ticipation. Governance is not government as such. Governance is one of the characteristics of
any institution which is concerned with governance, or management of governance. Governance is
the reflection of the quality of management and the delivery of its services. Governance means the
way those with power use that power. A contributory factor to bad governance is corruption —
political. economic and social. Cooperative institutions operate within the four walls of the univer-
sally-accepted Principles of Cooperation. Cooperatives are little democracies operating at the door-
step of basic members enabling the members to make use of their cooperatives to satisfy their eco-
nomic and social needs through benefits and services. Good governance emerges through honest
application of and adherence to prevailing laws and by respecting the spirit behind these prevailing
laws. Circumventing the cooperative laws for self-interest does not qualify to be called as good
governance in cooperatives. People look for a ‘role model’. people look for good governance, and
people generally respect and abide by the "rule of law’. It is for the national apex unions and federa-
tions to get together in the name of their constituents and the Cooperative Movement, as a whole, and
unitedly prevail upon the government to review and revise the existing cooperative legislation to
make it more member-friendly. Dr Daman Prakash is the Senior Consultant and Project Director with
the International Cooperative Alliance Regional Office for Asia and the Pacific.

Introducing Governance

Governance is not government as such. Governance is one of the characteristic of any institution that
is concerned with governance, or management of governance. Governance is the reflection of the
quality of management. Each nation’s path to good governance is different, depending on culture,
geography, political and administrative traditions, economic conditions, and many others.

Governance is a simple concept at heart: good governance is good governnient. The concept relates
to the quality of the relationship between government and the citizens [cooperative and its members]
for whom it exists to “serve” and “protect”. To put it more precisely and simply, governance means the
way those with power use that power. The concept, therefore. has political and economic dimensions.
Issues of political governance include the mechanism by which the public’s political preferences are
ascertained and leadcrs chosen. These are the fundamental governance concerns.

The instrumental nature of governance implies that the four governance pillars are universally appli-
cable regardless of the economic orientation, strategic priorities, or policy choice of the government
in question.
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Four Pillars of Governance
[Source: Annual Report1998 of the Asian Development Bank]

The four key components of governance are accountability. transparency, predictability and partici-
pation.

Accountability is the capacity to call officials to account for their gctions. Effective accountability has
two components: “answerability” and “consequences”. “Answerability” is the requirement to re-
spond periodically to questions concerning one’s official actions. There is also a need for predictable
and meaningful consequences. without which accountability is only a time-consuming formality. In
addition, both internal [administrative] and external accountability arc needed. Particularly with the
dramatic improvements in information and communication technology, external accountability through
feedback from service-users and the citizenry can now be obtained at low cost and for a greater varicty
of government activitics. and is an essential adjunct to improving efficiency and effectiveness of
public service delivery.

Transparency entails low-cost access to relevant information. Reliable and timely economic and
financial information is a must for the public [normally through the filter of responsible media]. It is
essential not only that information be provided. but also that it be relevant and understandable.
[Dumping on the private sector vast amounts of raw economic information does not improve transpar-
encyl.

Predictability results primarily from laws and regulations that are clear, known in advance and uni-
formly and cffectively enforced. Lack of predictability makes it difficult for public officials to plan for
the provision of services fand is an excellent alibi for non-performance]. Predictability of government
economic actions is also needed as an indicator on which the private sector can rcly to make its own
production. marketing. and investment decisions. Most tmportantly. to be predictable, the application
of economic regulations must be effective, fair and uniform.

Participation is needed to obtain reliable information and to serve as a reality check and watchdog for
government action. Among other things, participation by external entities is needed as a spur to
government operational efficiency, and feedback by users of public services is necessary for monitor-
ing access (o and quality of the services.

Empirical evidence suggests that a strong “civil socicty™ plays a critical role in advancing good
governance. Improving formal rules and organisations without any change in informal customs and
ways of doing business avails little. importing procedures and mechanisms without reference to the
incentive and local capacity framework is likely to be fruitless: interacting only with central govern-
ment or indeed. only with government. is not conducive to good implementation of reforms. Above
all. governance intervention should encourage the formation of social capital i.e.. the stock of trust
and information exchange at the base of civil socicty.

Governance and Corruption

It is interesting to notice that the menace of corruption is now faced not only by the large business
corporations or business houses. but also by respected international organisations including the
large financing agencies. All of them arc concerned with this evil and keenly wish to get rid of it. We
have been hearing of kickbacks in contracts and other business operations. These are. of coursc. not
unusual but the tendencies of getting richer fastest are rapidly spreading. It is hard to imagine that
good governance can be achieved without the elimination of corruption. Satisfaction of self-interest
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propagates corruption, and corruption in any form. lcads to the establishment of bad governance. The
Asian Development Bank in its latest report has spoken at length of this phenomenon. Corruption,
which is a strong contributory factor to bad governance. can be defined briefly as the usc of public or
private office for personal gain.

Samples of corrupt activitics of greatest interest to the Bank {Asian Development Bank] include:

- Design or selection of uneconomical projects because of opportunitics for kickbacks and pa-
tronage,

- Procurement fraud:

- [Hlicit pavments to government officials to facilitate access to goods. services, or information to
which the public is not cntitled, to deny the public access to goods and services to which it is
legally entitled. or to prevent the application of rules and regulations in a fair and consistent
manner;

- Misappropriation of confidential information for personal gain, such as using knowledge about
public, transportation routings to invest in real cstate that is likely to appreciate:

- Deliberate disclosure of false or misleading information on the financial status of corporations;
- Theft or embezzlcment of public property and monies:
- Sale of official posts or promotion, or nepotism: and

- Extortion and the abuse of public office, such as using the threat of a tax audit or legal sanctions
to extract personal favours.

Some Reflections on “Governance” |Good/Bad]

Governance and the Principles of Cooperation: When we discuss about governance w¢ cannot
remain ignorant of the role of the government in the promotion and development of cooperatives.
Governance cmanates from the gniding principles [which have been established by the International
Cooperative Alliance in the form of Principles of Cooperation and which are universally-accepted for
the last 105 vears] and the legal framework [which has been provided by the State through the
Cooperative legislation and Cooperative policies]. We are always and already conscious of the rights
and duties of members of cooperatives and member-cooperatives. We should also take note of the
rights and duties of the State vis-a-vis the Cooperative Movement.

In the past. we have been hearing of the golden phrasc directed at the Registrar of Cooperative
Socictics as “friend, philosopher and guide™ of the Cooperative Movement. In the present-day
context, this phrase has neutralized to the extent that the original phrasc is now sadly a part of history.
A large number of cooperative institutions in [ndia. for instance, especially the most lucrative ones
e.g.. the cooperative banks. marketing federations, sugar cooperatives, dairy federations, housing
federation are all headed now by the government officers or government nominees. It is assumed that
there are no qualified. well-trained and competent managers within the Cooperative Movement. Two
premises are often cited for such nominations: first. a lot of government money is supposed to be
involved in such coopcratives and hence it “naturally” becomes the right of the government to step in
to “safeguard’ these institutions, and secondly, the interests of poor members have to be “protected”
and "safeguarded’. On both counts, the logic does not hold water. Such nominations are also highly
politically-oriented and politically-motivated - the ruling parties through their governments have, of
course. also to safeguard their own interests! Interestingly, every political party when not in power
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swears that such things would not happen when they ascend the throne. But somehow and sadly the
game remains the same. only the faces change. Demolition of duly elected boards continue to take
place.

Cooperative Legislation: In the past, a number of high-profile studics were conducted, at least in
India. which with all seriousness and a great amount of honesty and objectivity had suggested a
thorough review and revision of cooperative legislation in the country, making it more member-
oriented. member-driven, member-friendly and business-oriented. So far, only very meek cfforts have
been made to really do something constructive. Only the promises were religiously made and that too
in loud voices. The Cooperative Law still remains the same except for some cosmetic touches here and
there. In the name of reducing the powers of the Registrar and loosening government controls, more
bureaucratic hurdles have been established thereby smothering the initiatives of grass-roots level
members. Governance should, in fact, be with the consent of the people and in the interest of the
people. Governance should logically be based on some ethics, principles, values and norms.

Creating parallel and the so-called “autonomous cooperative laws™ are no solution — cooperatives
having government financial stake are governed by one law and the cooperatives where there are no
government stakes arc governed by another law. These are mere academic exercises in futility and
only for the elite. Such so-called “progressive and deniocratic’ initiatives tend to add to the confusion
and miscrics of ordinary members and solve no problems. Such efforts are the indicators of frustration
and arc only an interim measure. These measures, however, provide some solace to honest coopera-
tors to temporarily escape {from the bureaucratic wrangles of cooperative departmental officials and
politicians who matter or dare to temper with the well-established norms, ethics and systems.

In having a more member-driven cooperative law. the national federations have to play an important
role. The role of the national apex unions and federations which are supposed to represent the
Movcment as its spokesman at various national and international fora becomes more pronounced.
Thesc institutions. through their ethical governance, st an example for others to follow and thwart
the anxious designs of the government to make inroads into the management of their affairs directly or
indirectly - to satisfy the wishes of politicians and the bureaucrats. The situation gets worse when the
national leadership. in order to satisfy their self- interests e.g.. overshooting the mandate of term of
their office etc., succumb (o external directives and hidden high ambitions. Consequently, the leader-
ship is tempted to temper with the sanctity and ethical values of the charter and manipulate the well-
established norms, precedents and practices. The governance thus is eclipsed with methods which
run contrary to the spirtt of the Principles and Values of Cooperation. The national apex institutions
and naturally their affiliates then rapidly shide into the arms of government and consequently cannot
provide a “role model”. Frustration then scts in and the constituents begin to ask: “what is the use of
these national apex institutions if they cannot secure the {freedom of action for them’, "whose interests
are they safeguarding anyway . “then why should we have general meetings and elect office-bearers
if they have to serve the intcrests of the government’ etc. etc.

Good governance emerges through honest application of prevailing laws and respecting the spirit
behind these prevailing laws. Circumventing the cooperative laws for self~interest does not qualify to
be called as good governance in cooperatives. Pcople look for a role model, people look for good
governarce, people respect and abide by the “rule of law” in which they lay their faith and trust. It is
for the national unions and federations to get together in the name of their constituents and the
‘Cooperative Movement and unitedly prevail upon the government to review and revise the existing
cooperative legislation and make it more member-friendly.
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Indicators of Good Governance: In the context of cooperative organisations, the system of gover-
nance. including the size and composition of the board of directors. nced to be driven by the purpose
and objectives of the business. The right board of directors is the one that can best help to deliver the
benefits and services to the members which are at the root of the organisation’s purpose and prime
objectives. The overall system for the direction and management of the organisation, encompasses all
aspects of the process from the members’ meeting to the formulation and execution of business
policy.

Some of the possible indicators of good governance in cooperatives could be: how much of aware-
ness the leaders and members have about the Principles of Cooperation and the basic values of the
Cooperative Philosophy: how clearly they understand the ethical and moral elements which are the
essential components of the Cooperative Philosophy as a whole: how different is the cooperative
enterprise from a private enterprise or a state enterprise; how conscious are the board members about
their rights and responsibilities: to what extent the Board members realise that they are accountable
and answerablc 10 the members who have reposed their confidence in them: how much of operational
powers are delegated to the chicf executive: how smooth arc the communication channels between
the board and the chicf cxecutive: whether any code of conduct/ethics has been developed and
accepted by the organisation and its affiliates; how much is the level of transparency in dealing with
the employees; how smooth is the channel of communication betwecn the cooperative and its stake-
holders and business partners: whether there is any discipline outlined on the use of assets of the
organisation; how often are the meetings held [on schedule and in accordance with the law and
bylaws]. and 1o what extent the cooperative institution obeys the directives of the State at the cost of
its autonomy and frecdom of action, etc. etc.

The Principle of Accountability and Answerability: It has often been found that the honorary office-
bearers of cooperatives tend to prove to be more expensive to the organisation than the paid board
members — they often make use of the facilities of the organisation without any compensation being
paid to the organisation — perhaps as a matter of right! Honorary Chairman/Presidents tend to become
full-time working officials thereby disrcgarding and croding the status and authority of the chief
executive officer and other managers. While taking critical decisions [especially the economic deci-
sions] chief executives are hardly consulted by the comumittee members —they tend to distribute the
benefits [rather, kick-backs]| among themselves! In order to have a proper control on the management
of assets and resources of cooperatives and to attract right type of objective leaders it is much better
that the posts of chairmen and other board members are compensated through monthlv/vearly wages
and their retirement ages fixed. Such leaders will then know how much they can get from their coopera-
tives rather than their cnjoying the perks and resources on an open-cnded scale. The cost of compen-
sation is certain far lower than that of hosting the honorary office-bearers.

There are cooperatives — examples are not lacking — whose leaders have been found misusing the
assets and resources of their cooperatives for self-gain. Such representatives were monopolising the

“seats of leadership: perpetuating themselves and projecting their own image at the expense of the
institution; using cooperatives as springboards for entry into active politics or using codperatives as
rehabilitating posts after rejections from active politics; treating cooperatives as their personal prop-
erties [rather fiefdoms}: providing employment to their own relatives and friends; using cooperative
business opportunities (o expand their own private business; borrowing money from the coopera-
tives and not repayving their loans. Leaders tend to perpetuate themselves. In developing countries,
this tendency is accentuated by the prevalent social stratification.

A recent study of the structurc of cooperative Ieadership in rural Indda has shown that: a] a majority
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of the presidents of cooperatives is big landlords: b] all presidents belong to the dominant caste: c|
election of president is unanimous and ritualistic: and d} most of the office-bearers have political
affiliations.

Cooperatives and the
International Pratform

Cooperative institutions are people’s organisations which are formed by the members [voluntarily].
owned by them [by purchasing shares and on payment of prescribed admission fee and by agreeing
to abide by the bylaws. rules and policies of the cooperative]. and run by them [democratically and in
accordance with the universally-accepted Principles of Cooperation and through the management
organs — clected or cmployed|. to satisly their social and economic needs [through active participa-
tion and mutual help]. Cooperative institutions throughout the world have carved out a place for
themselves and have rightfully established themselves in the form of an independent sector — the
cooperative sector — along with the other two sectors. the private and public sectors. Examples of
success are available in many countries where cooperative institutions have not only met the eco-
nomic needs of their members but have also played a significant role in the social development of their
members and the human community in general,

Contrary to the common belicf that cooperative institutions do not deliver social goods. some of the
recent studies strengthen the argument that cooperatives are indeed people’s organisations which
can respond effectively to the felt-necds of their members. A closcr social audit of such institutions
would reveal that [eaders with vision in collaboration with the enlightened membership and with the
cooperation of dedicated and devoted management can transform our “civil society’ into a place of
security and satisfaction.

Cooperatives also have all the basic ingredients which constitute a State i.e.. territory, government,
population and sovercignty The State is superior to the cooperative ihstitution in the sensc that
sovercignty is absolute in the case of the State. while the cooperatives have to operate within the
sovercignty framework of the State. So cooperatives have the following components i.e., Territory it
is called the arca of operation of a cooperative — a village. a town. a province or the entire country],
Government [it is the democratic control exercised by the members on the affairs of the institution
through the genceral body. managing committee and sub-committees etc.]. Population [this means the
membership which have formed the cooperative through a legal process of payment of admission fee
and -purchase of sharcs and subscribing to abide by the bylaws], and Sovereignty [in the casc of
cooperatives it is the gencral meeting of the members which enjoys the powers of creating bylaws and
enacting various rules and policies which are binding on all the members]. The law within which the
cooperative operates is cnacted by the sovereign State. The limitations for the two are drawn natu-
rally. The flashpoint comes when crossing the limits comes into play. The question of rights and
responsibilitics thus becomes supreme. The State has obligations towards the community and the
cooperative also has obligations towards its members and towards the State.

Challenges of Governance hefore Cooperatives: Cooperatives are now faced with new chatienges in
the context of open market economy and the pressures of competition. A large number of multi-million
dollar worth busitless houscs across the world have collapsed. 1t is intercsting 1o note that not a
single cooperative - primary, secondary or national — has folded up even in the developing countries.
There must be some reason behind their strength! It is their combined bargaining power. They are
owned and managed by the members who wish to satisfy their social and economic needs. They
sustain because they are governed well. Many of the cooperative institutions in the developing
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countries still prefer to follow traditional methods and techniques of doing business. They do not
grasp the gravity of situation easily and their reactions to market manipulations are rather low. They
need to learn to live in the new environs to be able to safeguard the interests of their members and, of
course, of their own. These institutions have to do a very critical scan of their methods and improve
their services and business practices. Their greatest strength is the unity of their basic members who
have exhibited enormous faith and trust in the objectives of their cooperatives which they themselves
have created and managed. It is, however. a different question — how well-managed. but they have
continued to perform their functions and serve their members. They manage 1o survive and maintain
their existence.

From an international stand point, it is worthwhile to make a mention of the guidelines aimed at
creating a supporting environment for the development of cooperatives, which have recently been
suggested to the UN Secretary-General for securing the approval of the United Nations General
Assembly. After nearly 30 years of substantial changes in global economic and social conditions in
the Cooperative Movement and in the relations between i1t and the governments, there was a need to
change the tone and emphasis to reassess the underlying concepts of aid to cooperatives and to
include matters not addressed by it.

There was an urgent need for guidance to many governments on policy regarding cooperatives and
the Cooperative Movement in view of the importance of the Movement and to imbibe the elements of
good governance within the cooperative institutions. The International Cooperative Movement itself
had comprehensively reviewed its values and principles and the nature of its proper relationship with
other sections of the society. including government, and adopted a new Statement on the Cooperative
Identity at the Centennial Congress of the ICA held in Manchester in 1995,

The objectives of such guidelines are expected to be as follows:

- Government to recognise the Cooperative Movement as a distinct and major stakeholder in
both national and international affairs;

- Governments recognise that the Cooperative Movement is highly democratic. locally autono-
mous but {nternationally integrated, and a form of organisation of associations and enterprises
whereby citizens themselves rely on self-help and their own responsibility to mceet goals that
in=lude not only economic but social and environmental objectives:

- Governments scek to support the Cooperative Movement and to work closely with it to develop
an effective partnership to achieve their respective goals:

- Government to take into account the special character of cooperatives and the Cooperative

Movement. which differs significantly from that of associations and enterprises not organised
according to cooperative values and principles.

Governance, and for that matter, good governance, is not the game of singles. In this casc, the
governments and the Cooperative Movement have to join forces to bring about positive changes in
favour of the ultimate basic members. Cooperatives have cnormous strength to work as pressure
groups.

Good Governance Calls for Harmony,

Not the Perpetuation of Conflicts

Cooperatives arc not and need not to be completely under the shadow of the governinent. They are
recognised by the State and hence a legal identity has been accorded to them through the instruments
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and functionaries of the government. Both of them arc concerned with the well-being of the people.
They are not the rivals to each other. They are the equal partners in the process of social and economic
development. The point of conflict arises when the people’s organisations are controlled. manipu-
lated and managed by the government leaving the owners high and dry, and, when their rights and
initiatives are encroached upon. There is a need for instituting the feelings of harmony rather than
perpetuating conflicts. When the gagvernment begins to understand its parental or equal partnership
role towards cooperatives. that is the beginning of a good governance. Cooperatives. on their own
part. have also the obligation to strengthen good governance within their own methods and systems.

Due to lack of understanding of cooperative organisation and its business, certain disputes arise.
There are a large number of cases pending before cooperative tribunals and courts which result into
high unnecessary expenses being incurred by cooperatives mostly in defending the wrong decisions
taken by the leaders to scrve their self-interests. Conflicts arise when the business federations forget
their role as coordinators. guides and promoters. Instead they tend to take on the business of their
own constitucnt-members by competing with them and depriving them of exercising their decision-
making initiatives and rights. The federations clearly overstep their limitations and infringe on the
freedom and area of operation of their members. Such conflicts can easily be avoided if there were
codes of ethics agrecd upon by the various sectors of the Cooperative Movement. A code of con-
duct/ethics is an effective mcans of reducing arcas of friction. misunderstanding, toning down the
hard feelings and promoting a healthy climate to give the leaders and others a chance to institute a
good governance through the instrument of harmony.

It is worthwhile quoting a few recommendations that were made by the Corporate Governance Work-
ing Group of the Cooperative Union Ltd. [UK] in April 1994:

“The President/Chairman should stand back sufficiently from the day-to-day running of the
business to ensure that the Board is in full control of the society’s affairs and alert to its
obligations to its members:

“The positions of Chief Executive and Secretary should not be occupied by the same person,
except, possibly in the case of the smallest socictics:

~All directors should have access to the Secretary and the removal of a person from this
officc should bc a matter for the whole Board;

“Each cooperative socicty should develop and introduce its own Code of Business Ethics.”

A number of Coopcrative Movements in developed couniries have strongly stressed on the follow-
ing points for the cooperatives and cooperative leaders to follow:

-Betier transparency and accountability is established by holding statutory mectings regu-
larly. in time. in a democratic fashion and relcvant documents e.g.. agenda notes. audit
reports and working reports being supplied to the members sufficiently in advance:

" -Honorary office-bearers tend to prove to be morc expensive to the institution. They should
be paid and they should be assigned specific tasks to ensure their genuine participation in
the affairs of the cooperative on the principle of accountability;

-The entirc Board is collectively responsible for the business performance of the coopera-
tives [including losses]:

-Board members and the chief cxecutive should have their job descriptions written down for
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a better participation, decision-making and follow-up:

-There should be a constant flow of information through consultations and documentation
between the Board and the chief executive of the organisation, and all decisions taken in the
Board should be in the knowledge of the chief executive to ensure a proper implementation:
etc. etc.

Conclusion

The four key components of governance are accountability, transparency, predictability and partici-
pation. Governance is not government as such. Governance is onc of the characteristics of any
institution which is concerned with governance, or management of governance. Governance is the
reflection of the quality of management. Governance means the way those with power use that power.
A contributory factor to bad governance is corruption — political [manipulations, blackmailing, creat-
ing political constituencies through vote banks], economic [financial irregularities, kickbacks], and
social [hoodwinking of the community. through fear and threats. disruption of peace]. Cooperative
institutions operate within the four walls of the universally-accepted Principles and Values of Coop-
eration. Cooperatives are little democracics operating at the doorstep of basic members enabling them
to make use of their cooperatives to derive social and economic services in the best interests of the
community as a whole.

Good governance emerges through honest application of prevailing laws and respecting the spirit
behind these prevailing faws. Circumventing the cooperative laws for self-interest does not qualify to
be called as good governance in cooperatives. People look for a “role model’. people look for good
governance and people generally respect and abide by the ‘rule of Iaw” in which they lay their faith
and trust.

It is for the national unions and federations to get together in the name of their constituents and the
Cooperative Movement, as a wholc, and unitedly prevail upon the government to review and revise
the existing cooperative legislation and related policies to make them more member-friendly. It is
equally essential for the federations and top leaders to present “role models” for their constituents to
follow. Only then good governance has better chances to prevail and develop further to strengthen
the elements of a civil society.

“Four pillars of governance are: dccountability [is the capacity to call officials to account jor their
actions]; Transparency [entails low-cost access to relevant information]; Predictability [results
primarily from laws and regulations that are clear, known in advance and uniformly and effectively
enforced]; and Participation [is needed to obtain reliable information and to serve as a reality
check and watchdog for government action]. Governance interventions should encourage the
Sormation of social capital i.e., the stock of trust and information exchange at the base of civil

society. "
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Chapter-13

Management of Cooperative Legislation
and Legal Framework in Asia-Pacific Region
— A Review

G.K. Sharma

It has been found that in the Asia-Pacific Region cven today a vast majority of cooperative leader
ship continues to look towards government for guidance and financial support more than towards
their members. Such an attitude has made the governments more conscious of their right not only to
govern the coopcerative institutions [using the cooperative law and government financial inputs as
pretexts] but also control their destinies. If this attitude is not changed. both by the Governments and
cooperative leaders. cooperatives will not be able to stand long. In the present scenario of Open
Market system and stiff compctition from multinationals and other private enterprises, Cooperatives
will have to compete and justify their existence by showing cfficiency. better services and compe-
tence. This will also need extensive, major and urgent changes in the existing cooperative legislative
structure. With their hands and feet tied under the existing laws and with a variety of over-riding
powers of the governiment. in many cascs, cooperatives will not be able to compete and stand with the
market forces. Therefore. there is a need to examine the various existing coopcrative laws in the
countrics in today’s context and changes brought so that the cooperatives are able to stand and play
an cffective role to serve their members and needs of the society at large in matters such as environ-
ment protcction. food sceurity, gender integration etc.

The present paper is largely based on his publication entitled "Cooperative Laws in Asia and the
Pacific” and on his experiences of working with the International Labour Office [as its Regional
Advisor on Cooperatives for Asia and the Pacific], the International Cooperative Alliance [as its
Regional Director for Asia and the Pacific], the National Agricultural Cooperative Marketing Federa-
tion of India-NAFED [as its Managing Director] and with various other governmental and non-
governmental organisations in India.

Historical Background

Early Cooperatives Laws in Europe: The first attempt for the systematic self-regulation of the coop-
eratives could be found in the model rules or by-laws adopted by the third Cooperative Congress of
UK in 1832. These model rules werc further expanded and recast in the "Laws and Objects of the
Rochdale Society of Equitable Pionecrs™ in 1844 which cnsured discipline, commitment, honesty and
transparency in the working by the members and office-bearers and proved the basis of success of
the cooperatives in UK and Europe, and. in course of time. became the basis of the Cooperative
Principles. The first separatc taw for cooperatives in Europe was in UK in 1952 called “The Provident
and Industrial Societies Act” and. in Austria, Law on Cooperative Credit Societies’ in the same ycar.
The UK Law was cnacted due to various constraints in the Friendly Societies Act under which
cooperatives were registered in the UK before this Act. The cooperatives, their leaders and Christian
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socials were actively involved in the framing of this law. The next country to have cooperative law was
Germany.

In Germany. in the middle of the 19th century, there was no appropriate legal framework for coopera-
tives. In order to be registered and to obtain the legal status they had to seck the approval of the
government, which could be withdrawn at any time. With the initiative of Hermann Schulze-Delitzsch
a draft cooperative society bill was approved in 1860 at the annual general meeting of the Federation
of Credit and Savings Societies as a basis for the Prussian Act governing the legal conditions of
cooperatives under private law promulgated in 1867. The application of this Cooperative Societies
Act was extended to other German states in 1868 and 1871.

The third country to have the cooperative law was the Netherlands in 1876. These three cooperative
laws provided the framework for most of the Asian Cooperative Laws though they changed the spirit
considerably.

Asian Situation and Cooperative Laws

The success stories of Rochdale Pioncers and Raiffcisen Credit Movement had created keen interest
in many of the Asian countries. There were initial attempts to organise cooperatives by the people and
social reformers in many countries in Asia during the 2nd half of the 19th century, particularly in
Japan, India, Indonesia and Australia. The first International Cooperative Congress in 1895 held in
London was attended by Australian and Indian participants. The next one to join the ICA from Asia
was Japan in 1910. However the most Asian countries being under colonial rule, the people initiative
to promote cooperatives was taken over by government officials and the people lost interest. Thus
the growth of cooperatives became slow in most countrics with the exception of Australia and Japan.
It picked up only when thesc countries got freedom and had their own national governments.

The cooperative laws in colonial Asian countries were drafted by the foreign bureaucrats and coop-
eratives or cooperators were not involved as in the case of UK, Germany, and other European coun-
trics. Thus in the framing of cooperative laws main consideration had been, “what 1s good considered
by the state and not by the members or the people”. The cooperatives were made to look towards the
Department and not to their members for guidance and working. The post of Registrar was borrowed
from the United Kingdom. The Registrar under the Friendly Societies’ Act and later on under Pru-
dence and Industrial Socicty Act. There the Registrar was concerned with the registration and disso-
lution of cooperative socicties, and collection of annual rcturns of their activities only. In Margaret
Digby’s “Agricultural Cooperatives in the Commonwealth™ about the enactment of Cooperative law
in India it is stated ~It soon became apparcent. however that in a country like India. where rural leaders
were few. and over 90% of the population was illiterate. the Registrar would have to do more than
record and correct. He and his staff would have to initiate. educate. organise and supervise and both
their numbers and importance would be greater than had been anticipated from the study of European
models”™. Ir. Asnawi Hassan in Development of Cooperative Legislation in Indonesia states: “the
Netherlands Indies Government suspected the cooperatives as an organisation which could be uti-
lised as a political level and encourage the people to live independently in the economic field and not
on the colonial government™. Thus the Registrar was called “the Friend, Philosopher and Guide”
and no cooperative could afford to go against his wishes. Under these laws there is no obligation on
the society to deal with members only. as is the case in Japan and Australia. [n Japan a cooperative can
do busincss with only members and only to a limited extent the business with non-members is
permitted under the cooperative law. Similarly. under the Australian federal law on taxation if the
business in a cooperative is less than 90% from members no tax benefits are available.
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Thus in the first half of the 20th century colonial governnients in niost countries in Asia tried to
control local cooperative leadership and people not having faith int the State-favoured leadership and
in the Government, the growth of coeperatives remained rather slow. In Japan and South Korea during
Second World War cooperatives were replaced by farmers associations and there also the agricultural
cooperative got a setback.

The situation changed considerably in the second half of the present century when most countrics
got frecdom and national governments took over. Practically in all countries cooperatives were con-
sidered as an instrument of bringing socio-cconomniic development and particularly agricultural pro-
duction and rural development. Governments provided liberal financial assistance and support to the
coopcratives. In the process while quantitatively cooperative grew manifold it suffered in quality. In
many countrics cooperatives lost their basic character and became morc of statc agencies. In many
countrics cooperatives laws were modified to vest more and more arbitrary powers into the coopera-
tive department. The situation further worsened by using these powers for the benefit of politician
and burcaucrats. As a rcaction (o this the Royal Commission on the Cooperative Movement of Ceylon
has this to say:-

“[tis notorious and scandalous that cooperative societies and the Cooperative AMovement
generally in Cevlon have been outrageously misused by certain politicians to serve their
own ends. [n some places their machinations have gone far to underniine two levels of
organisation......In many societies the politicians are in almost absolute control of the
mavement with the result that non-political initiative and leadership have been pushed
into the background and silenced. In such a situation neither cooperators nor government
can play their respective roles properly and the whole systenr suffers. ™

The above obscrvation is rclevant to not only Ceylon but many other developing countries in the
region.

To find out a solution to these unfortunate developments and to work out collaborative strategy for
the growth of cooperatives in the right direction. the ICA ROAP decided to convene periodical
conferences of Cooperative Ministers, Cooperative Leaders wnd UN agencies interested in the devel-
opment of cooperatives. The first such conference was held in Sydney in February 1990. The confer-
ence made exhaustive recommendations in this regard. The subject of role of governments towards
cooperatives was again considered by the Second Cooperative Ministers’ Conference held in Jakarta
in February 1992, Third Cooperative Ministers’ Confercnce was held in Colombo in July 1994 and the
Fourth Conference in Chiangmai, Thailand in March 1997.

Many important recommendations related to cooperative laws were made in these conferences. Some

of them are:

L Enactment of progressive cooperative laws in conformity with Cooperative Principles. [Sydney
3.5 and Chiangmai 3.9]:

i.  Transfer of functions of audit. inspection, supervision and responsibility for elections, ctc. to
cooperatives. [Sydney 3.9 and Chiangmai]:

iii.  Discontinuation of the practice of ex-officio holding of clective offices by government officers.
|Svdney 3.19]:

iv.  Instead of dissolving the entire elected board for any irregularities. erring individual members of
the board of director/office-bearcrs should be brought to book. In the event of inevitability of
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removal of board. the management should be entrusted to the concerned federal organisation.
[Sydney 3.20]:

v.  Governments™ collaboration in cooperative development is vital to strengthen co-operative
values in several ways. particularly providing appropriate cooperative legislation and adminis-
trative policies. [Jakarta 0.5}

vi.  Thecooperative values nced to be safcguarded while extending government financial and other
assistance. [Colombo 0.6]:

vit.  Cooperative clections. audit. education and training should, as far as possible. be undertaken
by the cooperatives themsclves. The governments. however, may continue to extend assist-
ance for audit, cducation, and training, {Colombo 1.10];

viil. Cooperatives by nature arc antonomous institutions. The government should play the role of
a facilitator through policy initiative and should nurse and nurture them to play their full role as
people’s organisations. Giving and receiving of assistance - financial, managerial or otherwise -
1self is not infringement of autonomy, provided it is donc on mutually agreed terms. [Chiangmai
2):

x Discontinuation of the practice of ex-officio holding of elective offices by government officers.
[Chiangmai 3.19);

x  Instead of dissolving the entire elected board for any irregularitics. erring individual members of
the board of dircctors/office-bearers - should be brought to book. In the event of incvitability of
removal of board. the management should be entrusted to the concerned federal organisation.
[Chiangmai 3.20].

At the global level also. ICA was concerned with developments in developing countries as also
industrialised countries. While the problem in developing countries has been the over involvement of
Governments with cooperatives. in industrialised countries it is the excess domination of profession-
als: the effect of both being members losing their involvenient and intercst. Thus in the ICA Manches-
ter Congress in September. 1995, not only the Cooperative Principles have becn revised. but also a
universally agrced definition and cooperative valucs have been included in the ICA Statement on
Cooperative Identity {ISCI| (which is reproduced at the end of this paper for reference purposes).
This should help distinguish between the genuine and pscudo-cooperatives.

Cooperative Legislation and Legal Framework

Historical Background - UK and Europe: The Asian Cooperative Movement was greatly influenced
by Cooperative Developiment in Europe. Whilc there were considerable similarities in socio-economic
situations between Asia and Europe during the 18th and 19th century: to a certain extent agricultural
and rural economy in many parts of Asia was better than many countries of Europe. The Cooperative
Movement in Europc was an attempt to fight poverty and exploitation. by the working classes.
artisans etc. supported by many social thinkers and reformers particularly due to the deteriorating
socio-economic conditions of workers as a result of industrial revolution. These cooperatives were
registered under the normat laws of the country. or even where specific laws were enacted. they were
to provide them legal status and facilitate their working and allowed full freedom to frame their own
rules of governance. Thus the Law has never interfered in the self-regulation of cooperatives.

Model Cooperative Rules in 1832: The first attempt for the systematic sclf-regulation of coopera-
tives could be found in the model rules or bye-laws adopted by the third Cooperative Congress held
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in London from April 23 t0 30, 1832. The Rev. Mr. Dunn brought up the report of the committee
appointed to draw up the rules and regulations of cooperative societics and werc as follows:

i

.

V.

Vi

Vil

Let it be universally understood that the grand ultimate object of all cooperative socictics
whether engaged in trading, manufacturing or agricultural pursuits. is community on land;

To cffect this important purpose, a weekly subscription, cither in money, goods or labour from
a penny to any other amount agreed upon. is indispensably necessary to be continued from
year to vear. until a capital sufficient to accomplish the object of the socicty bc accumulated:

The next preliminary step to be pursued as auxiliary to the former will be for the society to
purchase at wholesale price, articles of ordinary consumption of the most genuine description,
in order to be retailed at the market prices for the purchase of further accumulation. The adop-
tion of these instructions will, of course, be regulated by the circumstances and inclinations of
particular societies:

We would observe that the immediate benefit derivable from these societies in their successful
approximation of community. are the mutual employment of members. the establishment of
schools for education of children. and of libraries and reading rooms for adults:

In order to cnsurc without any possibility of failure the successful consummation of these
desirable objects. it is the unanimous decision of the delegates herc asscmbled. that the capital
accumulated by such associations should be rendered indivisible. and any trading societies
formed for the accumulation of profits. with a view to making a dividend thereof at some futurc
period. cannot be recognised by this congress as identified with the cooperative world. nor
adopted into that great social family which is now rapidly advancing to a state of independent
and equalised community:

It is dcemed morc especially essential in all the trading transactions of co-operative societies
that credit shall be ncither taken nor given as deviation from this important principle has becn
the sole cause of the destruction of so many previous societics, and this painfully operated to
retard the general progress of co-operation. In order to carry this important measure into suc-
cessful operation. the congress recommend that in case of want of employment among the
members. means should be taken by the society. if possible. to provide them sonie cmployment
as local circumstances mayv admit. In cases of sickness. should there be no other sources of
relicf. pecuniary assistance may be given from the funds belonging to the socicty. or from
individual subscription amongst the mebers:.

The congress is of the opinion that it is extremely inimical to the principles of co-operation and
productive of the most scrious conscquences. to permit an individual who is already a member
of onc socicty to become a member of another”. This report was unanimously adopted.

It conld be scen that these model rules were greatly influenced by Robert Owen's vision of "Cominu-
nity on Land™ when Rule | states “Let it be universally understood that the grand nltimate object of
all cooperative socictics whether cngaged in trading. manulacturing or agricultural pursuits is com-
munity on land™.

The other important features of these rules were:

L

Every member had to give weekly subscription in money, labour or goods tiil the society col-
lected the required capital. This was an important rule [Rule 2] which in course of time many
cooperatives lost sight of and just buying one or two shares was considered the only obligation
of members to avail of the same benefits as of others who might have subscribed much larger
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capital to the society. This rule finds placc in the new rules adopted by the Manchester Con-
gress in 1995 in the 3rd Principle “members cconomic participation™;

i.  The model rules provided that a cooperative should not makce profits for the sake of giving
dividends and the capital accumulated should be indivisible. {Rule 3]:

iii.  Rule6 debars taking or giving anything on credit. This rule was relevant more at that time than
today as the banking and lending facilitics were not developed at that time and was deleted from
Cooperative Principles by the ICA later on:

iv.  These rules were for all types of cooperatives and under its objectives along with providing
cmployment, taking carc of member needs in difficult times was also encouraged.

Rochdale Rules [544: The next attempt to make such rules was in 1844 in Rochdale. The model rules
were based more on ideals than practical experience. These rules were modified and expanded bascd
on the-expericnee of the past and analysis of causes of the failures of co-operatives. in the laws and
objects of the Rochdale Society of Equitable Pioncers in 1844, These Rules contained 34 articles
agatnst 7 in the model rules and were based more with practical needs than on future drecams.

The important featurc of this law and objccts were: The objective of "Community on Land™ was
replaced by “the objects and plans of this socicty arc to form arrangements for the pecuniary benefits.
and the improvement of the social and domestic conditions of the members by raising a sufficient
amount of capital...” The law also deals with various activitics and facilitics which the co-opcrative
would undcertake to achicve its objective which included. trading. manufacturing. umning a store. buy
and rent land and even open a temperance hotel to encourage prohibition.

The law provided for governance body that included President. Treasurer. Secrctary. three trustecs
and five directors and they had to meet every Tuesday at eight in the evening in the comumittec room.
The general meeting was to be held on the first Monday of the month of January. March. July and
October again at 8 O clock to consider quarterly financial reports. position of funds and stocks held.
The law also provided that AGM would be held on “First Market Tuesday™ on which occasion a
dinner shall be provided at a charge of one shilling cach person. and onc week's notice. The board
based on quarterly result, paid 3-1/2% interest on shares which was later on raised to 3% as also. the
remaining profit to be paid to cach member as patronage rebate.

The importance of this law lics in the clarity and demarcation of responsibility and accountability of
offTice-bearers, emplovees. and members as also transparcency in operations. It is a combination of
objectives. governance and a code of conduct for all concerned. These regulations were self-made.
self-imposed and were not enforced by government or any external agency. Even today if these strict
rules arc adopted and followed by anv co-operative. its chances of success would be much higher.

Cooperatives in Europe arc governed by four tyvpes of laws: 1} Specific laws enacted for cooperatives:
it} Commercial laws with specific cooperative provisions: iil | Commercial laws: and iv] Bye-laws alone.

Margaret Digby in her “Digest of Cooperative Law™ has distinguished cooperative laws into six
different kinds: 1] British |industrial and provident tvpe]: This form applies to Industrial Consumers’
Societics: 11} Germany and Austria |Central European type|: Here the legislation has been designed to
mect the needs partially of consumers and of credit socicties: iii] France [Latin Type: The cooperatives
arc primarily placed under the commercial code. But the law is suppleimented by decrees applyving to
special branches of cooperation]: iv] Denmark and Scandinavian Countries: Total absence of coop-
erative law as in Denmark and 1ts presence in a primitive “tage in other Scandinavian countrics is a



peculiar feature of the flourishing movement in these countries; v] USA: Here the typical form is based
on large scalc agricultural marketing organisations. singlc cultivation and compulsory marketing
contract, and ultimatcly introducing compulsory cooperative marketing.: and vi] Here the combina-
tion of various types of legislation is prevalent e.g., in Japan. Latin and Central European countries,
these characteristics are combined.

Cooperative Laws in Asia

Japan was the first country in Asia to have a cooperative law in 1900 {Sagyo Kumiai law] based on
German cooperative law. In 1943 this law was amalgamated with other farm laws which had no coop-
crative contents. This was changed in 1947 with scparate cooperative laws for different types of
cooperatives. South Korea followed the Japan model and having multi Cooperative Laws as in Japan.
The next cooperative law was in India in 1904 by the British which included present Pakistan, Bangla-
desh and Myanmar. In 1919 Cooperation was madc a State subject and every state in having its own
law. Based on the Indian Cooperative law, Sri Lanka enacted Cooperative Law in 1911, Thailand in
1916, Fijiin 1919, Malaysia in 1922, China in 1934 and Nepal in 1959. Indonesia had the Cooperative
Law in 1915 under the Dutch based on Netherlands Law of 1876. Australia had cooperatives as early
as Japan and India but they were registered under the Companies Act and much later some of the
states started enacting their own coopcrative laws giving option to cooperatives to get registered
under cither of these two laws. These laws have been changed and updated from time to time and dealt
in my earlier paper of 1997

The Challenges

The present co-operative laws in Asia are the products of the period when co-operatives were exten-
sively supported by the Government and used for their planned development programs. Since the
introduction of market econonty and globalisation of trade. statc support to cooperatives is con-
stantly declining. However. no perceptible change is taking place in the cooperative laws and govern-
ment-cooperative relationship. The government continues to exercise their control on the working of
cooperatives including interference in the day-to-day affairs in many countrics.

The cooperative leadership also continues to look towards government for guidance and financial
support more than towards their members. If this attitude is not changed, both by the Governments
and cooperative leaders. cooperatives will not be able to stand long. Cooperatives will have to
compete and justify their existence by showing cfficiency, better services and competence. This will
also need extensive. major and urgent changes in the existing cooperative legislative structure. With
their hands and feet tied under the cxisting laws. in many cases. cooperatives will not be able to
compete and stand with the market forces. Therefore. there is a need to examine the various existing
cooperative laws in the countries in today s context and changes brought so that the coopceratives are
able to stand and play an cffective role to serve their members and needs of the socicty at large in
matters such as environment protection. food security. gender integration clc.

Object of Cooperative Law: Cooperative Law is not an absolute necessity for a country. In a country
like Denmark. cooperatives are governed by their byelaws only. In many European countries. the
cooperatives are regulated by Commercial laws. without any specific cooperative laws. However,
practically all countrics in Asia have specific cooperative laws. Only in Australia, cooperatives have
option to get themselves registered either under the State Cooperative Law or under the Federal
Corporation law. However. only when they have more than 90% business with members. they can get
tax benefits under the federal revenue law as cooperatives.
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The obj‘ect of enacting cooperative law should be to give a legal status to the co-operatives and
Sacilitate their working. It should also ensure that cooperatives work as genuine cooperatives
according to the universally-accepted Cooperative Principles and the ICA Statement of Coopera-
tive Identity [ISCI]. The legal framework of cooperatives consists of the law, rules made under it and
the byelaws adopted by the members of cooperatives in accordance with the act and rules. All these
together lay down procedure for the organisation and working of cooperatives and protect and
preserve their cooperative character.

The Cooperative Law, thus, should facilitate the working and should not curtail the autonomous
working of cooperatives and change their basic ¢haracter. The day-to-day working regulations should
be included in the byelaws. Mr PE Weeraman, the Regional Director of ICA ROAP in the seventies on
the subject stated: “'the greatest contribution that a government can make to the development of a
Cooperative Movement is to enact legislation that would give a legal framework and the necessary
safeguards and privileges that would create an atmosphere conducive to cooperative development™.

As mentioned above, the Cooperative Law consists of Cooperative Act enacted by the {egislature of
the country, in some countries Rules framed by the Government and subsidiary of the Act and
Byelaws as adopted by the members and registered under the Act. In casc of conflict between the

“three i.e., Act, Rules and the Byelaws, the Act is supreme, followed by the Rules and then the
Byelaws.

The Act should include the basic provisions relating to the Cooperative Principles, membership,
registration requirements, management pattern, arbitration, liquidation, etc. The best law is the one
which is simple and brief, which can be understood by the common man and does not need a
plethora of rules thereunder. The details of working should be left to the members to be included in
the byelaws.

Management: 1n the first half of the 20th century cooperative first started as credit cooperatives and
then to supply inputs up to the farmers and help in marketing of their produces. During this period the
villages were quite backward, isolated and cut off from town and cities. In the second half of the
century things have changed fast particularly due to improvement in communications and road, rail
infrastructure and consequently rural villages are no more absolute domain of cooperatives and small
shopkeepers. Increasingly, big business houses and even the multinationals, are trying to penetrate
rural villages considering the vast market potential due to increasing rural economic prosperity. Due
to these changes in the rural areas agricultural cooperatives have to restructure their management
practices and to what extent the legal structurc is inducive to these changes is important. Cooperative
management comes under five heads namely. AGM. Board. Chairman, Chief Executive and other
committee.

Audit: In some countrics law provides that audit will be done by the department ¢ither by department
auditors or qualified auditors appointed by the department [Bangladesh. India, Nepal. Fiji. Thailand.
Sri Lanka). In others, there is provision of audit committee or auditors to be appointed by the General
Body [Korea, Japan, Philippines. Malaysia. Indonesia]. Audit should be the authority of General
Body, and the department should not get involved in the annual audit in view of a large number of
cooperatives involved and increasing turnover and complexities. However. if the departiment wants
they can have audit periodically in the form of management audit to ensure their supervision.

Funds: Funds of cooperative usuallv consist of the following sources: {1] Share capital and deposit
from members: [ii] Own funds from profits and savings: {iii] Borrowing from cooperative banks/
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commercial banks; [iv] Loan assistance from Government and other sources. With the diversification
of business and advanced technologies being adopted, capital needs of cooperatives are bound to
increase. The scope of increasing capital and constraints under the existing laws therefore needs
consideration.

To conclude, cooperative laws are important instruments to sculpture the shape of cooperatives.
Positive and progressive laws encourage members 1o participate and involve in the activities and
affairs of their cooperatives, while regulatory and restrictive laws discourage them. Cooperative laws
ought to be development-oriented and facilitate the working of cooperatives. They must sensitize
people to work in conformity with Cooperative Values and Cooperative Principles which, as such,
have been laid down in ICA Cooperative Identity Statement. There should be on-going monitoring to
ensure their adoption in day-to-day working of cooperatives; otherwise they would carry no value. In
the changing socio-economic scenario of Asia-Pacific Region, cooperatives have vast potential for
expansion, development and serving the ordinary people. Let the law support people’s initiative for
true and genuine cooperatives. The existing laws do not respond to the present changing global
economic environment. Therefore, the existing laws nced changes and amendments in the light of
Cooperative Ministers’ Conference recommendations and the Cooperative Identity Statement. The
earlier it is done the better it would be.

It must be stressed that cooperators have also to be responsive to the changes and challenges of
present times. They should use cooperative laws, and their own efforts, to strengthen the cooperative
structure and system for the benefit of millions of cooperative members, who need them to improve
their living and does not remain a too} in the hands of vested interest.

Summary of Findings and Recommendations

Based on a survey of cooperative legislation in the ICA region countries it has been found that the
cooperative laws need a review. revision and reformulation on a continuing basis in the light of the
ICA Statement of Cooperative Identity [ISCI] and in the context of the present-day changed social
and economic priorities and strategies with a view to make them more member-friendly, easy-to-follow,
and-easy-to-apply. Some of the governments in the Region have taken the initiative in this direction.
but still a lot more needs to be done to make specific and clear policy statements and to allow the
members themselves to run their own cooperatives. Some of the key findings of the survey are given
below:

01  Present cooperative laws are the product of the period when cooperatives are extensively
supported by the Government and used for their planned development programmes. Since the
introduction of market economy and globalisation of tradc state support to cooperatives has
been constantly declining. However, no perceptible change is taking place in the cooperative
laws and Government-Cooperative relationship:

02 Cooperatives will have to compete and justify their existence by showing efficiency, better
services and competence. This will also need changes in the existing cooperative legislative
structure;

03 In Asia, at present, there are two types of Cooperative Laws prevailing viz., [i] a Common Law
for all types of cooperatives; and [ii} Sectoral Laws:

04  The purpose of enacting cooperative law should be to give a legal status to the cooperatives
and facilitate their working. The legal framework of cooperatives consists of the law, rules made
under it and the bye-laws adopted by the members of a cooperative in accordance with the act
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and rules. The Cooperative Law thus should facilitate the working of cooperatives and should
not curtail the autonomous working and change their basic character:

The objectives of cooperatives. definitions and preambles either have been mentioned very
differently in laws or they do not find any reference at all. To bring clarity in thought and action
in and about cooperatives it will be desirable to include/replace Cooperative Principles. defini-
tions and values as included in the Statement of Cooperative Identity as adopted by the ICA
Manchester Congress and as recommendced by the Cooperative Ministers” Conference:

There should be timie limit for the registering authority for registration. This could be around 60
days. In case of failure to register within the time limit. the cooperative could be decmed regis-
tered as is the case in Japan and the Philipines:

The discretion of viability of the society should not be left to the Registering Authority. The
better thing would be to follow the Fiji provision where the registering authority. if doubtful
about the viability. is allowed to issue provisional registration for a maximum period of two
years:

Registering Authority should satisfy himself with two things primarily before registration: [a]
the application and bye-laws are in conformity with the laws and coopcrative identify state-
ment: and [b] the members are capable of using the scrvices of the proposed cooperative:

To a make a cooperative a genuine members oriented member use base institution, it is neces-
sary to cnsure that a member uscs the scrvices and if he fails to use the services his mcmbership
shall ceasc after a vear as provided in Korean Law. If this is not feasible then he should loose his
right to vote and contest clections. The principle should be: no use of service no participation
in the management:

There should also be a provision in the law that if a cooperative fails to have less than certain
percentage of business with members it should ceasc to be treated as a cooperative. The
reasonable range will be sixty to cighty percent:

The minimum quorum for AGM should be not less than 50% if the society fails to have AGM for
consecutive three years for want of quorum it is a clear indication that members have lost
in(crest in the society and it should be wound up:

The General Body should be the final authority in all matters of the society and should not be
subject to the approval by the Registrar in financial matters cxpect under contractual obliga-
tions [Bangladesh]:

Proxy within family members could be provided:

It should not be obligatory for the society to invite the Registrar [Malaysia] to attend AGM. It
should be at the discretion of the society. However. there could be a provision to send agenda
and minutes of the AGM to the RCS:

The powers and functional arcas of Board. Chairman and Chicef Exccutive should be clearly
defined in the law:

The Chairman should be either a Chairman in which casc he should preside over the meetings
and be a friend. philosopher and guide to the Chief Executive and should not try to direct him or
interfere tn business or administrative affairs. In case he is to be involved in business and
administration affairs [South Korca] he should be a whole time person and be designated
accordingly:
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The performance of the Board should be the preview of General Body and not RCS except when
the Board is guilty of contravention of Act. rules. bye-laws or laws of the land:

Ifthe irrcgularities arc of serious, nature and the General Body fails to rectify them, action could
be initiated to have fresh elections or cancel the registration of the society as civil/criminal
actions against the concerned officers. But Department should not create vested interests by
dissolving the Board and running the society departmentally;

Powers of appointment of Chief Executive should be with the Board subject to the rectification
by the General Body and Departiment should be involved:

In countries where law provides monist system be changed to dualist system to facilitate trans-
fer of audit work from department to cooperatives:.

The audit should be the authority of the General Body and department should not get involved
in the annual audit in view of a large number of cooperatives involved and increasing turnover
and complexitics. However, if the department wants it can have audit periodically in the form of
management audit to cnsure their supervision:

Most laws provide concessions. facilitics and tax exemptions and financial support for the
coopceratives. In some cases thesc facilitics arc without strings. In others provisions are madc
empowering government to involve/interfere in the management/business of the cooperatives.
The right approach would be that the cooperative laws should not include provisions of such
type which interfere in the management as this would be against the Cooperative Principles.
However, as and when any financial assistance is provided it may be laid down in its lending
terms and then it should be left to the cooperative to accept the assistance or not;

In countrics where arbitration provision is provided is not included and business associates be
allowed to become nominal members to avoid civil legislation;

In the casc of the Philippines cven the public officials interfering in the intcrnal working of a
cooperative have been covered under the offence. This provision is to discourage political and
bureaucratic interference into the working of cooperatives which arc not uncommon in many
countrics and is worth consideration by other countrics:

The provision of regular inspection as provided in Japan is needed in other laws also ensuring
that cvery cooperative is inspected by the Department. if not every vear. at least once in 3 years
or 50:

The department take immediate action in case of any contravention of law and bve-laws and
laws of the land detected in enquiry other irregularities. rectification should be the responsibil-
itv of the Board of Directors/General Body:

The winding up proccss takes too long in some cases. cven decades, though in most laws a time
limit is prescribed. The suggestions. thercfore. in this regard be considered;

In countries where the administrative authorities have been authorised to make rules under the
law the rules at times ge beyond the spirit of the law. The practice followed by Japan, South
Korea, Indoncsia should be adopted by other countrics by having no rules.

In Conclusion

It has been found that in the Asia-Pacific Region even today a vast majority of cooperative leadership
continucs to look towards government for guidance and financial support more than towards their
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members. Such an attitude has made the governmcents morc conscious of their right not only to
govern the cooperative institutions [using the cooperative law and government financial inputs as
pretexts] but also control their destinics. If this attitude is not changed. both by the Governments and
cooperative leaders, cooperatives will not be able to stand long. In the present scenario of Open
Market system and stiff competition from multinationals and other private enterprises, Cooperatives
will have to compete and justifv their existence by showing efficiency, better services and compe-
tence. This will also need extensive, major and urgent changes in the existing co-operative legislative
structure.

With their hands and feet tied under the existing laws and with a variety of over-riding powers of the
government, in many cases, cooperatives will not be able to compete and stand with the market forces.
Therefore, there is need to examine the various existing cooperative laws in the countries in today’s
context and changes brought so that the cooperatives are able to stand and play an effective role to
serve their members and needs of the society at large in matters such as environment protection, food
security, gender integration etc.

“In the present scenario of Open Market System and stiff competition from multinationals and other
private enterprises, Cooperatives will have to compete and justify their existence by showing effi-
ciency, better services and competence
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ICA STATEMENT OF COOPERATIVE IDENTITY [ISCI]

The ICA General Assembly held on 23 September 1995 in Manchester, adopted the new Principles
of Cooperation recommended by the ICA Board of Directors and the ICA Congress after global
study and review by a committee headed by Prof lan McPherson from Canada. The process started
with a paper presented by Lars Marcus, the then President of the ICA, af the ICA Congress held in
1988 at Stockholm. Sven Ake Book, a cooperative specialist from Sweden was detailed to under-
take a research into Cooperative Values and Principles in the context of modern global environ-
ment of cooperatives who presented his report to the ICA Congress held in Tokyo in 1992. The
General Assembly appointed a comniittee, headed by Prof McPherson for a review of the Coopera-
tive Principles. The AManchester Congress adopted a Statement of Cooperative Identity which
contains the definition, values and the Principles of Cooperation.

DEFINITION

A cooperative is an autonomous association of persons united voluntarily to meet their common
cconomic, social and cultural needs and aspirations through a jointly-owned and democratically-
controlled enterprise.

VALUES
Cooperatives arc based on the values of sclf-help, self-responsibility, democracy. equality. equity and

solidarity. In the tradition of their founders, cooperative members believe in the ethical values of
honesty, openness, social responsibility and caring for others.

THE PRINCIPLES OF COOPERATION
The Cooperative Principles are guidelines by which cooperatives put their valuces into practice.
First Principle
Voluntary and Open Membership

Cooperatives are voluntary organisations, open to all persons able to use their services and willing to
accept the responsibilitics of membership. without gender. social. racial, political or religious discrimi-

nation.

Second Principle
Democratic Member Control

Cooperatives are democratic organisations controlled by their members, who actively participate in
setting their policies and making decisions. Men and women, serving as clected rcprescntatives. are
accountable to the membership. In primary cooperatives, members have equal voting rights [one
member. onc vote], and cooperatives at other levels are also organised in a democratic manner,
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Third Principle
Member Economic Participation

Members contribute equitably to, and democratically control, the capital of their cooperative. At least
a part of that capital is usually the common property of the cooperative. Memibers usually receive
limited compensation, if any. on capital subscribed as a condition of membership. Members allocate
surpluses for any or all of the following purposes: developing their cooperatives, possibly by setting
up reserves, part of which at least would be indivisible; benefiting members in proportion to their
transactions with the coopcerative; and supporting other activities approved by the membership.

Fourth Principle
Autonomy and Independence

Cooperatives are autonomous, self-help organisations controlled by their members. If they enter into
agreements with other organisations, including governments, or raise capital from external sources,
they do so on terms that ensure democratic control by their members and maintain their cooperative
autonomy.

Fifth Principle
Education, Training and Information

Cooperatives provide education and training for their members, elected representatives, managers.
and employees, so that they can contribute effectively to the development of their cooperatives. They
inform the general public — particularly young pcople and opinion leaders — about the naturc and
benefits of Cooperation.

Sixth Principle
Cooperation among Cooperatives

Cooperatives serve their members most effectively and strengthen the Cooperative Movement by
working together through local, national, regional and international structures.

Seventh Principle
Concern for the Community

Cooperatives work for the sustainable development of their communities through policies approved
by their members.
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Chapter-14

Recent Developments in the Management
of Cooperatives in Asia-Pacific

B.D. Sharma

With the intensification of process of liberalisation and globalisation of national econonties, coop-
eratives in most of the countries of Asia arc passing through a phase of transition from a State-
sponsored to a member-based and member-controlled cooperative system having full autonomy in
their management and being effectivelv adapted to the market. The process of transition has im-
pacted the role perception of cooperatives. merging trend, in this context, within the cooperatives
and the government is that cooperatives will continue to play a meaningful role in the spheres of
agriculture and rural developiment, consunier protection and social sector development. In the field
of poverty alleviation too, cooperatives may provide effective institutional support by organising
the poor on self-help basis.

Cooperatives should not expect any preferential treatinent at the level of the government to perform
their role in the abave mentioned functional areas. Besides they are also expected to compete well
inthe market in providing services to their members in a cost-effective manner to prove their efficacy
and relevance. In a nutshell, the real challenge before cooperative managers and board members is
how to synergise menmbers needswith market effectively to ensure the sustainability of cooperative
enterprise in a compeltitive environment. Inert enterprises may wither away. Another implication of
this challenge is the possibility of entrapment of cooperatives in the modes and practices of man-
agement followed by the private secior. Therefore, cooperatives need to evolve their own manage-
ment pattern that enable them to preserve and protect their identity at the market place. My BD
Sharma is Director [SOWECA] with the [CA Regional Office for Asia and the Pacific. Before joining
the IC-, he was the Chief Exccutive of the National Cooperative Union of India.

Background

The Asia Pacific Region is charatcrised by a very high degree of diversity in its geographic. ethnic.
religious and socio-cconomic situations. With five distinct sub-regions — Central Asia, West Asia.
South-East Asia. South-Asia. Far-East and Pacific - the Region reflects different stages of economic
growth. These cconomies may. broadly be classified into four kinds: [a] Devcloped Economies: [b]
Developing Economics; [c] Economics in Transition: and [d] the Least-Developed Economics. Most
of the countries have agrarian economies with small holders and low level of technology compounded
by resource constraints.

The Region has witnessed different phases of economic evolution - from subsistence economies
crossing the stages of feudalism. and socialist cconomies. The current phase of frec economy reflects
the following characteristic features of cconomies in the Asian Region:
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- Pre-dominance of market

- Liberalisation

- Globalisation

- Competition

- Technology with focus on wider application of information technology.

The diversity in socio-economic conditions in the Region and perceptions of the State have been very
important factors to influence the course of cooperative development.

Cooperative System
Three kinds of cooperative systems have been operating in Asia:

la]  State-sponsored — where cooperatives have been accepted and adopted as an instrument
of economic planning and development by the State:

[b] State-supported but member-based cooperative system — where the State creates condu-
cive environment for cooperative growth through enabling policies and legislation; and

[c] Autonomousand independent cooperative system consisting of member-based and mem-
ber-controlled cooperatives that imbibe cooperative values and principles enunciated in
the ICA Cooperative Identity Statement.

With the intensification of process of liberalisation and globalisation of national economies, coapera-
tives in most of the countrics of Asia are passing through a phasc of transition from a State-
sponsored to a member-based and member-controlled cooperative system having full autonomy in
their management and being effectively adapted to the market. In other words the transition focuses
on development of member-centric and market-driven cooperatives.

The process of transition has impacted the role perception of cooperatives. Emerging trend. in this
context. within the cooperatives and the government 1s that cooperatives will continue to play a
meaningful role in the spheres of agriculture and rural development. consumer protection and social
sector development. In the ficld of poverty alleviation too. cooperatives may provide cffective insti-
tutiopal support by organising the poor on sclf-help basis. Important functional areas that could be
visualised for cooperatives in a globalised and liberalised economy may be as follows:

{a] Building infrastructure for cfficient delivery of products and services to their members;

[b] Developing management and entreprencurial capabilitics of members and their leaders;
and

[c] Mobilisation of Resources.

But the cooperatives should not expect any preferential treatment at the level of the government to
perform their role in the above mentioned functional arcas. Besides they are also expected to compete
well in the market in providing services (o their members in a cost- effective manner to prove their
efficacy and relevance. In a nutshell. the real challenge before cooperative managers and board
members is how to synergise members” needs with market effectively to ensure the sustainability of
cooperative enterprise in a compeltitive environment. Inert enterprises may wither away. Another
implication of this challenge is the possibility of entrapment of cooperatives in the modes and prac-
tices of management followed by the private scctor. Therefore. cooperatives nieed to evolve their own
management pattern that enable them to preserve and protect their identity at the market place.
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Need for Value-Based Professional
Management in Cooperatives |[VBPM]

In order to enable cooperatives to protect their identity in a competitive market place, emphasis is now
given on integration of value-based professional management in cooperatives by evolving appropri-
ate managerial system that will have appropriate blending of cooperative values and principles enun-
ciated in ICA Cooperative Identity Statement in the business practices of cooperatives. In 1998, the
ICA ROAP had convened an international seminar on this issue. The seminar had evolved framework
of training modules for integrating the concept of VBPM at the level of members, board members,
managers and organisational structure of cooperatives. Some of the cooperatives have also evolved
the code of best practices that will imbibe transparency and accountability in the management of
cooperative and will also enable them to effectively articulate their concern for community and mean-
ingful role in strengthening civil society. This may also call for implementation of the concept of Social
Audit of the operations of cooperatives.

Role of Government

Viewed in the above context, the role of Government is also being subjected to transformation. Its role
as creater, manager and controller of cooperative is being replaced as that of a partner and enabler to
create a conducive policy and legal environment to ensure that:

[i] Autonomy and independence of cooperatives is strengthened,;
(i) Self-regulation process within cooperatives is catalysed,;
{iii} A fair playing field for cooperatives is provided to facilitate them to compete in the

market without any hurdles; and

[iv] Support services, namely, audit, training and consultancy are restructured and
entrusted to cooperatives themselves.

Structural Issues

Important structural issues that have emerged are two: [a] the issue of size; and [b] the role of
federations. Cooperatives in most of the countries have been concerned about the size of their
operations that should ensure their viability in a competitive market. While size is influenced by the
kind of operations and market environment, important consideration in this regard has to be the
viability and cost effectiveness of operations, and consequential yield of surpluses for further capital
formation within the enterprises. Nevertheless, the cooperatives will now have to compete with giant
multinational and corporate sector. In view of this, each cooperative will have to decide its own
strategy to define the size with the explicit consent of the members.

In all the countries of the Region, organisational structure of cooperatives is federal. Important
consideration behind creation of federations was to provide linkages of primary cooperatives with
secondary and tertiary levels of economies. Further, the federations were expected to provide institu-
tional and business support to the primaries. However, over the years, while federations of business
cooperatives have grown stronger, their constituents continue to be weak. In a number of countries,
there is a view that federations have become strong at the cost of their members. The situation needs
to be changed by reorienting the working of federations and strengthening inter-cooperative refation-
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Cooperative Governance

With the paradigm shift from a State-sponsored to member-centric cooperative system various as-
pects of governance of cooperatives e.g., concept of stakeholders, democratic member control, inter-
relationships between various constituents of management and role of manager are being redefined.
Briefly the trends are:

[i] Concept of stakeholders is made more broad-based by including members, manag-
ers, employees, government financing institutions, and community as principal
stakeholders in a cooperative;

(i) Strengthening democratic member control based on transparency and accountabil-
ity of management towards members;

[iii] Clear definition and demarcation of functional authority and relationships among
members, board members and managers in the cooperative law and bye-laws;

[iv] Empowerment of cooperative managers for taking strategic management decisions
at operational level based on policies formulated by the members and the board;
and

v Creating efficient systems and tools for internal control within the cooperative
enterprise.

Capital Mobilisation

In Asia important sources for cooperative capital are members’ equity, borrowing from financial
institutions and government. Cooperatives have also created their own financial institutional frame-
work in the form of credit unions and cooperative banks. Inspite of this, their access to capital market
is very limited due to restrictive cooperative laws and organisational constraihts. To get over the
problem of capitalisation, some of the steps taken by cooperatives in the Region include linkages
between members’ equity with the extent of services availed, conversion of patronage dividend into
equity sharers, inviting non-member non-voting share, tapping capital market through issue of bonds,
debentures, establishment of holding/subsidiary etc.

Human Resource Management (HRM)

HRM/HRD policies and programmes have been conditioned by the government,“which generally
provides major chunk of finance in a very large number of countries in the Region. Lack of proper
corporate vision and apathetic attitude of the federations further compound the problem. However, of
late, there has been a great deal of diversification of HRD programmes and the following issues are
engaging attention of cooperatives:

[a] Autonomy of HRD institutions;
{b] Expansion of HRD programmes to meet emerging needs;
[c] Funding of HRD institutions by the Movement itself so as to break their depend-

ence on government funding support.

Networking

Interdependence and application of information technology are two most distinctive features of the
modern era. No institution can survive in a globalised competitive market without having meangingful
networking with others. Networking in cooperatives has to be at two levels — one, within its own
organisational structures and, the other, with even private sector through strategic alliances based on
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members” needs. It is encouraging to note that cooperatives in most of the countries are making
efforts to become information technology savy. However, in the sphere of networking, a lot remains to
be done.

“4 cooperative is an autonomous association of persons united voluntarily fo meet their common
economic, social and cultural needs and aspirations through a jointly-owned and democratically-
controlled enterprise.” ... “Cooperatives are based on the values of self-help, self-responsibility,
democracy, equality, equity and solidarity. In the tradition of their founders, cooperative members
believe in the ethical values of honesty, openness, social responsibility and caring for others.”
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Chapter-15

Management of Women Cooperatives

and Women-in-Cooperative Development
—An Indian Profile

Anita Manchanda

On the dawn of the 21 century we have two grand visions for women, the econonic vision and the
social vision. Within this overall vision, cooperatives share a responsibility to develop a rising
gender vision for the women of India. Men can contribute to this vision by improving their attitude
and behaviour towards women so that those women can perform a leadership role. Formation of
policies, which are gender sensitive, is the need of the hour. 1Vhat is needed is worldwide awareness
on equal rights for women in property and removal of gender bias in family laws.

Cooperative organisation must adjust to change and that is where leadership and participation
come in. Changing processes require openness, transparency and willing participation if they are
to produce any impact. Critical scales can be achieved only ifmost of the work force is involved and
Seels responsible for creating and implementing the change. To involve women in the changing
process, cooperatives have to create an inspiring environment in which they can develop their
creativity and actively support the ovganisational change process. To many people these changes
are threatening and this is a crucial point when a leader can turn crisis into a possibility rather
than a threat. The key responsibility of the women leader is to make every one aware of the need for
change. Theyv should keep in mind the history and culture of the organisation. Ms Anita Alanchanda
is working as Director with the National Cooperative Union of India.

The Vision

On the dawn of the 2 1st century we have two grand visions for women, the economic vision and the
social vision. Within this overall vision, cooperatives share a responsibility to develop a rising gender
vision for the women of India. Men can contribute to this vision by improving their attitude and
behaviour towards women so those women can perform a leadership role. The awareness of a vision
itself has an uplifting impact on one’s growth and performance. Success depends on the woman’s
own introspection and awareness of her core competencies in her conceptual knowledge of coopera-
tives. behavioural skills in communication, motivation. team spirit and leadership and her skill in
applving knowledge, doing things and achicving results. Formation of policies. which are gender
sensitive. is the nced of the hour. What is needed is worldwide awareness on equal rights for women
in property and removal of gender bias in family Jaws.

The Focus

Though women are still far from enjoying rights and opportunities granted to them under the Consti-
tution of India. fortunately today the focus has changed from men to women and their issuas have
come on the national agenda. It has forced the society to redefine the role and status of women tn
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relation to the growth and development of mankind and to ensure that she gets equal opportunities
with duc weightage to her domestic responsibilities. The economic empowerment of women aims at
bringing the women in the mainstream of national development.

National Plan of Action

The Government of India formulated a National Plan of Action for Women suggesting the legislative
measures, administrative measures, employment opportunitics, health care, and facilities for working
women and promotion of veluntary efforts. The main objective of the development programmes was
to raisc the socio-economic status of women in order to bring then into the mainstream of national
development. The approach was to inculcate confidence among women and create awareness about
their potential for development as also their rights and privileges through education.

From Basic Needs to the Basic Rights

To reach a practical recognition of women and girls as human and realize their rights, we must under-
stand and recognise the basic needs of females as the ones which the society has an obligation to
satisfy. The shift in development thinking from meeting basic needs to asserting basic rights is a long
process. promoted by women making links all over the world. Firstly linking women's nceds to devel-
opment, then women's rights to development, later women's rights to human rights and now women'’s
needs to human rights. Human rights approach to development of women would mean that women
would no longer be scen as “beneficiaries” of development policies but as persons entitled to the
bencefits of development. This approach means that development has to be redefined to include the
elimination of discrimination against women. Recognising the principle of women’s human rights will
eventually lead to female humans being valued as individuals. Then women need to understand that
if rights are not considered to be universal they will be overcome by notions of cultural and religious
diversity which erode women's rights. For cooperatives, working with empowerment agenda means
that it is more pressing than ever to explore the linkages which exist between wonien’s economic
participation and in decision-making within home and their ultimate empowerment.

Keeping these objcctives in mind, new frontiers can be explored and new approaches can be evolved
for protecting women's rights not only as producers/providers but also as individuals with human
grace and dignity. The National Perspective Plan for Women [1988-2000] suggested strategies for
overall development of women by 2000 A.D.

Women Cooperatives in India

The Women’s Cooperative Movement in India began in the early seventies. The areas of activitics in
which exclusive wonien cooperatives arc functioning may be classified into two broad categories: i)
Production or worker s cooperatives; and ii) Service cooperatives. The women production coopera-
tives include dairy. fishery, industrial. and handloom socicties. In this category the women members
work together in groups - as part or whole-time basis - and earn income. These societies, in majority,
are self-managed with direct participation, mutual help and self-reliance. Service socicties include
women'’s consumer cooperatives, thrift and credit cooperatives and urban cooperative banks. The
size of membership in these societies is large as compared to the production societies.

Women Urban Cooperative Banks: The Women'’s Urban Cooperative Banks are doing commendable
job especially in the States of Maharashtra. Gujarat. Tamil Nadu. Madhya Pradesh. Andhra Pradesh
and Karnataka to the desired Ievel of satisfaction and full competence as scheduled banks of the
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Reserve Bank of India. These banks arc not only dealing with credit business but are also assisting
unemployed women and yvouth in setting up their business on individual or cooperative basis. The
National Commission of Women [1988] had observed that Banks managed by women have proved to
be more advantageous and within the reach of women.

Self-Emploved Women s 4ssociation [SEWA]: Based on Gandhian values and methods, the SEWA
started functioning in 1972 with the basic objective of enhancing socio-economic status of the wwomen
workers. Today with 100,000 members of various castes and communitics in the six States of India. the
SEWA has multi-faceted activities including organisation and promotion of cooperatives. It is not
meant merely for solving workers’ economic problems but also attempts to address the totality of their
lives and ensures that they obtain the recognition that is due to them in our society. Today SEWA is
a movement. [t has shown remarkable adaptability in reshaping itself and the lives of women. Its
strategic steps, over a period of two decades, have mobilised women at the grassroots level. Such
type of empowerment of women is possible because they are flexible enough to seek new solutions to
new problems. SEWA has been well described as a “fore-runner” of an emerging global movement of
Self-Help Groups.

Dairy Cooperatives and Women Empowerment. The cooperative dairy industry in India is the largest
in Asia. Though there are around 20% women members of dairy cooperatives. but more than women
undertake 95% of dairy production. The NDDB evolved Leadership Development Programmes for
women so that they participate in the Annual General Body Meeting and become managing committee
members. This helps in increasing their assets and they develop saving habit. Women always spend
money on family health. education of the children and on consumer goods enhancing the economic
status of the family.

Constraints faced by Women vis-a-vis
Their Participation in Cooperatives

Legislative: The Cooperative Societies” Acts arc apparently gender neutral but they arc implicitly
gender-blind. There are no women-specific provisions in the statutes. which can be clearly stated to
be framed for the benefit of women. There is a provision of “one-family-one-member” norm under the
Cooperative Societies” Acts. It is quite apparent that if only one member from a household or family is
to become a member of a cooperative, it will be the husband or the male member as the assets are in the
name of the head of the houschold. Women, therefore. are deprived of membership, partncrship as
well as decision- making power in coopcratives — the access to and control over resources such as
land and property being with male members. They are also denied the credit facilitics being the wives
of defaulter members. There is no provision for joint membership in PACS or in any other coopcrative
society. The Cooperative Societies” Acts do not provide for reservation of seats in membership or in
the elected boards of the cooperatives where women may participate in the decision-making.

Social: The main reasons for socio-economic inequalities can be attributed to the structural obstacles
arising from the fundamental conflict between the feudal culture and the cooperative culture. While
the feudal culture is based on hierarchy and uncqual relations among people. the very basis of the
cooperative culture is equality amongst the members. The four key institutions i.¢. the family. commu-
nity, market and State. not only govern human existence but form the very basis of social construction
for both men and women within them. A brief description follows:

Family: Women are discriminated from the cradle to the grave and even before birth. Within
the family. the members are governed by a set of norms and practices made by the head of the
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houschold who exercise power. authority and contro} over the members. Since men have
access and control over resources. their role is clearly defined as “bread winner” and women
are supposcd to confine themsclves to the role of “home makers” and thus they arc unable
to take an initiative to become members of cooperatives. Division of functions of men and
women should be redefined as their roles are changing. The Rural women have a low sel-
image and do not consider themsclves to be making a substantial contribution even though
they are engaged in the production process.

Conmunity: The Indian community reinforces men’s dominant positions: Women'’s restricted
mobility within the family leads to further restricting her mobility in the community; Tradi-
tional values reinforce women's home-maker role: Rigid caste hicrarchies play a negative
role and forbid women to mobilisc on a common platform and work in cooperation.

Market: Market is characterised by rigid timings oftcn not suitable for women due to their
reproductive chores. Mostly men can only have access to the market.

State: The cooperative policies are framed by men at the national level, which primarily
exclude women’s interests.

Financial and Professional: Financial and professional assistance to women’s cooperatives is also
negligible. The activities trickle down to the women and children within the household through male
heads of houscholds. What is nceded is that they should trickle down from women to men and
children. That will change the very complexion of the society. The future of the country lics with the
women. When the women moves, the family moves, the community moves, the village moves and the
whole country moves.

Administrative: There is no national cooperative policy on women involvement defining the role of
cooperative institutions in the socio-economic development of women especially the women belong-
ing to the weaker sections. There are no specific programmes either relating to cooperative credit.
marketing or training assistance for bringing sclf-employed women or womien in unorganised sector
into the Cooperative Movement. The impact of this indifference is well-reflected in the profile of
participation and membership of women in coopcratives.

Educational: The facilities of cooperative education are limited to a few districts only. In view of
women’s traditional role and lower ratc of literacy, education prior to registration of a society and
continuous programmes after the registration are necessary. The inadequate cooperative education
facilities hamper women participation in the Movement.

Cooperative Education and Training for Women

Women cooperatives cannot function properly in the absence of facilitics for cooperative education
and training. The basic reason is that woman literacy in rural areas is at low level. Besides there arc
other factors viz.. lack of awareness, social taboos, purdah system, etc. In order 1o create awareness
about the potentials of cooperatives, to assist and guide them in the matter relating to registration/
management of cooperatives. availing the benefits of various schemes and programmes, it is neces-
sary to extend the facilitics of extension services alongwith cooperative education, training and
lcadership development programmes to women from the grass root to higher levels. Of late women'’s
cooperative education programme has been intensively linked up with socio-economic development
of women.
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These programmes are development-oriented and need-based. Cooperatives are the nucleus of devel-
opment. Since the existing women cooperatives should be strengthened, new women cooperatives
should be organised and dormant societies should be revistalised. The education and training
programmes need to be so planned that they concretise the objectives leading to socio-economic
development of women-members in the true sense. The major thrust of the programme should be on
creation of income-generating opportunities, diversifying such activities if need be, enabling the
members to increase their income levels. Such opportunities may be c¢reated in the areas of dairy,
animal husbandry, sericulture, fisheries, handicrafts, handloom, social forestry, horticulture etc. de-
pending on the degree of women’s involvement in the total employment system of the area. Develop-
ing occupational skill of members is important which should be undertaken as a part of women
development programmes. Bringing a change in the attitude is also important for which various
developmental programmes should be introduced in collaboration with concerned agencies/depart-
ments.

The activities for different target groups should be organised by Lady Cooperative Education In-
structors/organisers keeping in view the objectives of the society and the needs and expectations of
the members. The existing schemes of different departments relating to employment generation, adult
literacy, health, nutrition, family planning etc. should be linked up with women cooperatives and pre-
cooperative Self-Help Groups and fully utilised for the development of women-members.

Gender Issues in Cooperatives

Gender integration in the overall process of development is yet another strategy for women develop-
ment. Like other global Cooperative Movements, mixed membership is prevalent in the Indian Coop-
erative Movement also. In the absence of any macro level official data relating to women membership
in mixed gender cooperatives, the actual participation could not be ascertained. The micro level
studies undertaken by NCUI from time to time has indicated that mixed gender membership commonly
is found in urban areas especially in consumer cooperatives and salary earners’ thrift-credit coopera-
tives and urban cooperative banks. With the introduction of structural adjustment programmes and
liberalisation of national economy, women are motivated to assert for their rightful place in the main-
stream of national development. Areas of concern for gender integration in cooperatives are:

[01] Recognising the role of women for development of cooperatives;

[02] Efforts should be made to increase women membership so as to enhance women participation in
cooperative development;

03] identification of practical and strategic needs of women and organisation of women coopera-
tives on the basis of the need identification;

[04] Creation of on-going mechanism within the cooperatives to facilitate implementation of the
programmes for women development;

[05] Sensitisation of members, elected management and the employees of the cooperatives about
the significance of gender integration through gender awareness programmes;

[06] To create a system in cooperatives enabling women to have equal access to financial, credit,
educational resources;

[07] Creation of necessary legislative framework which would ensure women’s invoivement and
participation in cooperatives; and
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[08] Establishment of linkages with sister cooperative organisations, government, development agen-
cies and NGOs to materialise the objectives of the gender integration;

Development of Women Leadership in Cooperatives

Involvement of women in the Cooperative Movement as members and active participants grants
wolnen opportunities of decisipn-making, planning and accessibility to cooperative services. On the
other hand, women get a self-managed institutional forum for expressing their views and measures on
important legislative and administrative policies concerning women. With the principles of open
membership and democratic management, Cooperation is the most appropriate system for the overall
development of women especially the women belonging to socially backward and economicafly
weaker sections of our country’s population.

In the cooperative sector, women need to be empowered in membership, employment management,
administration and decision-making because women are the prime consumers and the prime produc-
ers of the cooperative services. The tradition of centralised structure in many developing countries
have certainly contributed to make domination and gender inequalities and this makes it more difficult
for cooperatives to mainstream women. Women are marginalised in leadership as they are conditioned
to become members but not leaders. And this is the main reason why women members refrain from
seeking elections to the board of cooperatives. Some of the other reasons are: [ack of time: fear of
proving incompetent ; lack of money incentives as leaders duties are mainly honorary duties; family
matters.

Search for Cooperative Women Leaders: The search for cooperative women leaders can be looked at
two levels. At one level one can address concerns on how one can attract, groom and retain good
talent and also issues on systems and processes to contain in an atmosphere where these are likely to
go out of hand and explode. But this search can also be perceived at a more interesting and meaningful
level. The search is in terms of her mission, her purpose and her relevance. In the process the new
women will emerge — more wise, educated and scissored to lead.

In cooperatives the women leaders should have a sound idea about how a cooperative society should
function, give directions, should be able to read a balance sheet, the necessity for the apex organisations
to have good auditors working for the local societies, helping the boards to control and develop their
business and ideas about cooperative international trade disregarding national boundaries. To go
around the society and ask people for their ideas and suggestions that could mobilise people to save
money, create societies and to develop industries.

Cooperative Leadership Training for Women

Preparation for leadership is imiportant. In the Leadership Development Programmes for Women under
the auspices of NCUI/NCCT, the women elected to the committee are invited to a programme which
has following contents: Status of women in India, literacy, employment; Approach to women develop-
ment through cooperatives; Gender sensitisation, Management of women cooperatives; Decision
making, leadership, function of cooperative leaders; Strengthening of women cooperatives by adop-
tion of Self-Help Groups; Sectoral Cooperatives thrust areas, cost of production, quality control,
share capital, funds; Human Resource Development in cooperatives — cooperative training, coopera-
tive education, facilities for women cooperators; Formation of an action plan for developing their own
societies (individual exercise)



Status of the Existing Programmes: The training programmes provide skill and information that is
relevant to make women realise their self-esteem; a crucial value that makes a women complete and
forward looking — a women of action, purpose and confidence. Everyday there is more and more
evidence that as women get more aware and better-informed, their self-confidence increases and they
become more sure of themselves. They want to have more control over the matters that concern them
and make their own decisions.

In India, women participation in the leadership programmes is so skeleton that a proper evaluation
cannot be conducted. However, the training institutes have made the following observations:

- In case of exclusive women programmes, the participation of women is high as compared to the
mixed gender programmes;

- The women members and the women leaders prefer short duration courses and do not want to
go far from their homes. So ‘spot programmes’ and ‘near home programmes’ have better partici-
pation from women;

- Women prefer to have training in their local language as they feel comfortable and participate
actively compared to foreign language;

- Provision of safe and convenient accommodation ensures better response for training
programmes organised for women;

- Women trainers are preferred by women participants in general so that they can express their
views without any inherent hesitations;

- Elder women participate more in numbers perhaps due to lessor domestic pressures;

- Women prefer informal deliberations and group activities in training programmes rathgr than
formal presentations; and

- Women in general evaluate the training programmes more objectively than men do.

Performance Indicators: What are the criteria for evaluating the performance of the leaders? In case of
managers it is not difficult but in case of elected directors it is difficult to evaluate the performance.
Ability, personality opinions attitudes are the pre-conditions for performance. To assess the non-
performance we have to lay down the performance indicators as it is observable and measurable.
Performance objective is not a mere guideline for leaders; it is used for problem analysis leading to
remedying actions, leading to improvement, leading to increase efficiency. We can draw up a “Lead-
ership profile” and compare it with the profile of actual performance. For the non-performance problem
analysis should be carried out and then take suitable action to remedy the problem. There is also a
need to develop the gender development indicators and situational profile of women at global, na-
tional, state, district and primary level cooperatives.

The Change

Cooperative organisation must adjust to change and that is where leadership and participation come
in. Changing processes require openness, transparency and willing participation if they are to pro-
duce any impact. Critical scales can be achieved only if most of the work force is involved and feels
responsible for creating and implementing the change. To involve women in the changing process,
cooperatives have to create an inspiring environment in which they can develop their creativity and
actively support the organisational change process. To many people these changes are threatening
and this is a crucial point when a leader can turn crisis into a possibility rather than a threat. The key
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responsibility of the women leader is to make every one aware of the need for change. They should
keep in mind the history and culture of the organisation. For that women have to use their resources
to the fullest extent in the education and training of women leaders. We should see what has been our
strength and how can we use this in tackling the new problems around us — a task not only for women

leaders but for women members and employees also. So every change should be from a position of
strength not weakness.

“To involve women in the changing process, cooperatives have to create an inspiring environment
in which they can develop their creativity and actively support the organisational change process.
To many people these changes are threatening and this is a crucial point when a leader can turn
crisis into a possibility rather than a threat.”
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Some Important Cooperative Publications

- “Yotaf Quatity Management Practiees in Agricultural Cooperatives in Asia
by Daman Prakash & GC Shrotriya. ICA-IFFCO joint publication

Paradigm Shift in the Management of Agricultural Cooperatives in Asia
by Daman Prakash & GC Shrotriya. ICA-IFFCO joint publication

Environment and Cooperatives — An International Study
by GC Shrotriya & Daman Prakash. ICA-IFFCO joint publication

A Place to Live
An Awareness Extension Material on the Role of Cooperatives in Environment Protection
by Daman Prakash. ICA Regional Office publication
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ICA STATEMENT OF COOPERATIVE IDENTITY [ISCI]

The ICA General Assembly beld on 23™ September 1995 in Manchester, adopted the new Prin-

ciples of Cooperation recommended by the ICA Board of Directors and the ICA Congress after
global study and review by a commiltee headed by Prof lan McPherson from Canada. The
process started with a paper presented by Lars Marcus, the then President of the ICA, at the ICA

Congress beld in 1988 at Stockbolm. Sven Ake Book, a cooperative specialist from Sweden was

detailed to undeitake a research into Cooperative Values and Principles in the context of
modern global environinent of cooperatives who presented bis report to the ICA Congress beld
in Tokyo in 1992. The General Assembly appointed a commilttee, headed by Prof McPberson for
a review of the Cooperative Principles. The Manchester Congress adopted a Statement of Coop-

erative Identity which conlains the definition, values and the Principles of Cooperation.

DEFINITION

A cooperative is an autonomous association of persons united voluntarily to meet their common
economic, social and cultural needs and aspirations through a jointly-owned and democratically-
controlled enterprise.

VALUES

Cooperatives arc based on the values of self-help, self-responsibility, democracy, equality, equity and
solidarity. In the tradition of their founders, cooperative members believe in the cthical values of
honesty, openness, social responsibility and caring for others.

THE PRINCIPLES OF COOPERATION
The Cooperative Principles are guidelines by which cooperatives put their values into practice.
First Principle
Voluntary and Open Membership
Cooperatives are voluntary organisations. open to all persons able to use their services and willing to
accept the responsibilities of membership, without gender, social, racial, political or religious discrimi-
nation.

Second Principle
Democratic Member Control

Cooperatives arc democratic organisations controlled by their members. who actively participate in
setting their policics and making decisions. Men and women, serving as elected representatives, are
accountable to the membership. In primary cooperatives, members have equal voting rights [one
member. onc vote). and cooperatives at other levels are also organised in a democratic manner.
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Third Principle
Member Economic Participation

Members contribute equitably to, and democratically control, the capital of their cooperative. At least
a part of that capital is usually the common property of the cooperative. Members usually reccive
limited compensation, if any, on capital subscribed as a condition of membership. Members allocate
surpluses for any or all of the following purposcs: developing their cooperatives, possibly by sciting
up reserves, part of which at least would be indivisible, benefiting members in proportion to their
transactions with the cooperative; and supporting other activitics approved by the membership.

Fourth Principle
Autonomy and Independence

Cooperatives are autonomous, sclf-help organisations controlled by their members. If they enter into
agreements with other organisations, including governments, or raise capital from external sources,
they do so on terms that ensure democratic control by their members and maintain their cooperative
autonomy.

Fifth Principle
Education, Training and Information

Coopcratives provide cducation and training for their members, elected representatives, managers,
and employees, so that they can contribute clfcctively to the development of their cooperatives. They
inform the general public ~ particularly young pcople and opinion leaders — about the nature and
benefits of Cooperation.

Sixth Principle
Cooperation among Cooperatives

Cooperatives scrve their members most effectively and strengthen the Cooperative Movetient by
working together through local, national, regional and international structures.

Seventh Principle
Concern for the Community

Cooperatives work for the sustainable development of their communities through policies approved
by their members.
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The ICA Regional Office for Asia and the Pacific [ICA ROAP] established in 1960 in
India serves 68 national level organisations from 28 countries, and one international
organisation [ACCU], representing nearly 550 million individual cooperators. lts main
activities include: Coordination of cooperative development efforts within the Region
and promotion of exchange and experiences; Project identification, formulation and
evaluation; Promotion of establishment and development of national cooperative
apex organisations; and Organisation of seminars, conferences and technical meet-
ings on specific subjects including support for programmes aimed at the involvement
of women and youth in cooperative activities.
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The ICA enjoys Category-I Consultative Status with the United Nations Economic and
Social Council [UN/ECOSOC] and has active working relations with UN and other
international organisations.

The Indian Farmers’ Fertiliser Cooperative Limited [IFFCO], a member-or-
ganisation of the International Cooperative Alliance, was registered on No-
vember 3, 1967, under the Multi-State Cooperative Societies’ Act. The ISO-
9002 Certified IFFCO is owned by 34,420 cooperatives with a paid-up share
capital of Indian Rs 3,739 million. Its current [1997-98] networth is Rs 18.17
billion. It was established with the primary objective of production and distri-
bution of fertilisers. The four state-of-the-art plants located at Kandla, Kalol,
Phulpur and Aonla produced a total of 4.16 million tons of fertilisers at an
overall average capacity utilisation of 112%. It alone accounts for 64% of the
installed capacity of Nitrogen and the total of the Phosphate capacity in the
Indian cooperative sector. The production consisted of 2.88 million tons of
urea and 1.272 million tons of NPK/DAP

The IFFCO has a strong farm extension programme which consists of demon-
stration farms, field days, farmers’ meetings, crop seminars, social develop-
ment activities in its adopted villages, and extensive education, extension and
training programmes for the farmers. It operates its Fertiliser Marketing De-
velopment Institute [FMDI] besides several farmers’ training centres and has
established specialised professorial Chairs in a number of universities and
institutions of higher learning and research. It has been responsible for the
creation of other organisations e.g., Krishak Bharti Cooperative Limited
[KRIBHCO], Cooperative Rural Development Trust [CORDET], Indian Farm
Forestry Development Cooperative Limited [IFFDC] etc.
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