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Foreword

This naterial was prepared with the followi ng specific in-
tentions:

@ to stimulate interest anpbng wonen in starting i ncone-

generating activities;

® to make them aware of the possibilities for organising

such activities on a co-operative basis;

@ to provide the basic know how for that co-operative or-
gani sati on.

The bookl et can be used for both i ndependent and group
study, providing the basis for infornmational neetings as
well as fornmal training progrannmes. Suggest ed gui del i nes
for | eaders of such progranmmes are annexed on page 47.

Shoul d study of this material lead to the formati on of a co-
operative, further training may be indicated for wonmen who
energe as |leaders after the initial activities. A second
MATCOM bookl et (" A Handi craft Co-operative - Managenent")
of fers essential material for potential conmittee nenbers
and secretari es/ managers.

The contents of both booklets can be readily adapted to | o-
cal conditions and needs and used for any group, not just
wonen, and for any co-operative activity, not just handi -
craft.



INTRODUCTION

Most people want to earn nore noney to inprove their |ives
and those of their famlies. For many wonen, however, earn-
I ng nore noney renmai ns a dream never realised. They may
work hard - but their work is unpaid or underpaid.

Wnen are often highly skilled at handicraft, nmaking the
cloth and clothing, pottery, mats and baskets essential to

t heir househol ds. Many wonen have realised that such work
can bring in noney; if they produce nore than they need
t hensel ves, they can sell it for cash. O her wonen have

started such i ncone-generating activities as baking bread,
preparing neals and popul ar snack food for workers, raising
poultry, growing fruit and vegetabl es, making bricks, soap,
candl es and ot her sal eabl e thi ngs.

These activities can usually be carried out nore effectively
together with other wonen rather than individually. But it
Is not easy to begin such groups and even harder to keep
t hem goi ng as profitable business ventures. Above all else,
| eaders are required - | eaders who have patience, stam na
and initiative, who are notivated to help others as well as
t hensel ves, who know sonet hi ng about business or are willing
to |earn.

If you are such a woman, this booklet is for you. It offers
an introduction to co-operative work, explains sonme business
princi ples and shows how a co-operative is organised.

The main exanpl e used here revol ves around the nmaki ng of
handi craft itens but of course many other activities can be
organi sed co-operatively. \Whatever type of business you are
interested in, you can use this exanple to learn the basics
of co-operative organisation.



CAN A CO-OPERATIVE HELP?

TIhe problens

Ann worked hard to see that the Iimted anmount of noney her
husband earned went as far as possible. But the famly ex-
penses were increasing. Soon the ol dest boy woul d be ready
for school . Money woul d be needed for his school fees, uni-
form and books. Ann was al so expecting anot her baby and was
worried about the extra expenses that would nean. If only
she could do sonething to earn a little extra cash! Soneone
had recently told her that she nmade the nicest mats and
baskets in the whole district and suggested she sell them
Could she really....?

Sara supported herself and her children by nmeking mats and
selling themin the street. Oten she borrowed froma noney-
| ender to buy the raw material she needed. Once she repaid
hi mshe still had very little noney |eft, because he charged
very high interest rates. Wen she could not sell her mats,
she went into debt to him- and her children went to bed
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hungry. The noney-| ender ended up with nost of her earnings,
but without him how could she get her supplies?

Mary was a wi dow. She did not want to be a burden on her
grown chil dren. They lived far away in the city with their
own famlies and problens. She supported herself by grow ng
and selling fresh vegetabl es and by weavi ng straw baskets
and hats. She sold these to a trader who cane by once every

few weeks. Mary knew he paid her very little and yet sold
her goods for a lot of noney in the city. But she could not
get there herself. Did she have any other choice but to

sell to the trader?




DISCUSS

The short stories about Ann, Sara and Mary show us sone
of the difficulties wonen have earni ng noney. Di scuss
and identify in each case the reasons why these wonen
did not earn a reasonable inconme fromtheir work.

What could they do to inprove their situations?
The wonen in your area nay have sinlar problens. De-
scribe a typical situation. Li st the probl ens. What

prevents the wonen from earni ng a decent incone?

What kinds of activities mght be suitable for wonen in
your region to earn extra noney?

Notes for the study leader

The group di scussions should bring out the foll owi ng points:

1

Ann had t hought about ways to earn noney but had done
not hi ng about it. She was probably not sure whether or
not she would be able to sell her goods. She did not
take any initiative herself.

Sara needed credit; she was in the hands of a nobney-
| ender who got nobst of what she earned. She did not
know any other way to get the supplies she needed.

Mary was paid very little for her goods because the
"m ddl eman" (the trader) not only had to pay his own
costs but wanted to nmake a big profit for hinself.

It is enough, at this stage, to establish the foll ow ng
facts:

| f wonen produce goods to sell, it is inportant that
they obtain their raw material at the | owest price and
sell their goods at the highest price possible. The

services of noney-I|lenders, private traders and ot her
m ddl enen may soneti nes be needed but carry a risk of
expl oi tati on.

When di scussing the local situation, try to elicit nen-
tion of all possible incone-generating activities, tried
and untried, not only handi craft-making.



A solution
Thi nk agai n about the problens of Ann, Sara and Mary. They
had problenms with supplies, with credit and with the market-

ing of their goods. Al one and independently, it was inpos-
sible for themto solve their problens.

But they found a sol ution.
Toget her with ot her wonen,
they started a business, a
co-operative society. They
called it "The Rai nbow
Handi craft Co-operative".

W will explain howit was
set up so that you can
l earn fromthem

he beqi oni

The nmenbers of Rai nbow make handicrafts in their own hones,

in the time they have after their ordinary househol d work

Their co-operative provides raw nmaterial ( supplies| on
credit as needed and a way to sell (market) their products.
Ann, Sara and Mary had started the co-operative to elimnate
problens in those areas and to hel p thensel ves and ot her
WOITEN ear n noney.

At first the wonen had done a | ot of tal king and deci si on-
maki ng. At one of their initial neetings, nmany wonen had
voi ced their doubts and fears:

"A bunch of wonen |like us can't do anything but talk.
Most of us can't even read and wite. W don't know any-
thing about co-operatives - how can we hope to take on

such a big job?"

"Just exactly what sorts of products are we going to

make? Do we have the necessary skills?"
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"WIl we be able to find huyers for all our goods?"

"WIl we be able to raise enough noney to buy the mate-

rials we will need?"

"Forming a co-operative takes Lime. | amalready so busy
with the hone and the famly, | don't think I wll have
time to participate in this co-operative."

MONEY!?
! CAN'T LIN~=
DERSTAND

WLk LOOK
AFTER THE
BUSINESS ?

GET" THE MO-

But in that neeting there was al so courage and a sense of
strength from conmon acti on:

"We all have a lot in comon. W have the sane sorts of
needs and the sane sorts of problens. Al one we have not
been able to solve anything. Together we will be strong
enough to change things for the better. Qur only other
choice is to stay as we are, in situations not likely to
change. "

"Many believe that it is not proper for a woman to inter-
est herself in things outside the hone. They shoul d be
made to realize that we are formng this co-operative ex
actly hecause of our famlies. People will not believe
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t hat wonen can forma co-operative and run it. We nust
show themthat we can do it."

| I cet i ] .

Rai nbow Handi crafts rented a little store-room and set up
one corner as an office. The nenbers of the co-operative go
there to buy the raw material for the handicraft they make
in their homes. When they have sonething ready, they take it
to the co-operative where they are paid for it in cash

I f a nenber does not have the noney to buy her material, she
Is given themon credit. Wen she | ater delivers her work,
she receives enough cash to pay back the credit and still
have noney | eft over.

Here we can see the role of the co-operative:

FROM
SUPPLIERS OF
RAW MATER/AL 70 FIEMBERS

@ co-oP ’J
g N ~~—_[ -
e e b
/’ZE%%
70 k7

BUYERS
OF ﬁiAf(bN/
HANDICRAFT HAND/CRAFT

Supplies (raw materials) go fromthe suppliers to the co-
operative and in turn to the nenbers.

Handi craft cones fromthe nmenbers to the co-operative, to
be sold there or at big shops in the cities.
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The nmenbers do not need to go to town to buy supplies or
to sell their handicraft. They sinply go to their co-op-

erative for everything. Rai nbow acts as both supplier
and sal esman.

The co-operative is well organised. Supplies of raw ma-
terial are neatly stocked in the store. Because Rai nbow buys
materials in large quantity for all its nmenbers, the sup-

pliers sell them nore cheaply than they would to individ-
ual s. The wonen share the benefit of this. The society has
al so managed to find custoners wlling to buy at a fair
price whatever the nenbers produce.

The co-operative store is the actual place of business where
the nenbers go to buy and sell. But it is sonething nore
than that as well; the nenbers enjoy visiting their co-oper-
ative. They neet other wonen there, have interesting, use-
ful and pl easant conversations, |learn fromeach other and
feel a sense of community and sel f-respect.
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DI SCUSS

Li ke the nenbers of Rai nbow, you nust consider many
guestions before you can deci de whether or not a co-op-
erative can help you. Make a |list of those questions.
Whi ch ones concern you the nost?

You may know agricultural co-operatives in your region
wor ki ng the sanme way as Rai nbow does to provide supply
and mar keting services. Do they have any particul ar
probl ens that you know of? If so, describe them D s-
cuss with your group whether a snmall handicraft co-op-
erative would risk encountering the sane kind of prob-
| ens.

Notes for the study | eader

1.

The questi ons above help you to identify what infornma-
tion the group needs. Every effort nust be made to pro-
vide it during the coning neetings.

The group nenbers should be told that all their ques-
tions cannot be answered at once. For exanple, details
as to the economcs, the funding and the organi sati on of
a co-operative will be discussed | ater.
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BASIC ECONOMICS
Supply services

Bef ore t he Rai nbow Handi craft Co-operative started, the
wonren bought their supplies fromprivate traders in town.
The material to make a singl e basket cost about T$28*. In
addition, it cost noney to travel to town.

When t he wonen j oi ned to-
get her, t he co-operative

was able to place a big or-
der for material for 100

baskets at a price of
T$2,100 - or only T$21 a
basket. This was T$7 chea-
per than before!

/F WE
BYY 100 SETSA

But it was inpossible for the co-operative to sell the mate-
rial to nenbers for T$21. Why?

First, renmenber the cost of
transport. The co-operat -
ive paid T$100 to have the
material delivered to its
store. That is T$1l for each
set of material, or a total
cost price of T$22.

=
BUYING PR/ICE
+ FREIGHT COST

= COST PRICE

We use an i magi nary currency, because this booklet is
used in nany countries. W call it "Training DoLLars"

(TS).
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The society had other costs as well. It had to pay rent for
the store; it had to buy the books for record-keeping; it
had to pay sone salaries. The society had to earn the noney

for such expenses, the running casts of the supply service.

Therefore, it marked up the price of the raw material I|ike
this.

TS$25

T$22 + TS3

SELLING PRICE

COST PRICE + MARK-UP = to members

As you see, the Rainbow Co-operative tried to earn a pargin
of T$3 on each set of material. A private trader would do
the sane, but there is a difference. The trader wants to
keep as large a profit for hinself as possible, in addition
to paying his costs. H's selling price for raw nateri al
woul d be higher than the co-operative's.

Last year, the nenbers nade baskets only. Rai nbow Co- oper -
ative sold material for 500 baskets to its nmenbers. That
gave the following result:

T$12,500 - T$11,000 = T$1,500

SALE TO MEMBERS COST OF MATERIAL SURPLUS
material for - {paid to supplier = to be used
500 baskets and transporter for running

(500 x T$25) (TS500 x TS22) costs
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Suppl ies on credit

One problemin many supply co-operatives is that the nenbers
are short of noney nost of the tinme and cannot pay cash for
the supplies they need. But they will not be able to produce
anything if they are not allowed to buy their supplies on
credit .

| ndi vi dual nenbers i n Rai nbow soneti nes need to ask the co-

operative for credit: "If you give ne the raw materi al
need now on credit, | wll nmake a basket and bring it in
next week. When you pay ne for it, I will pay you back the

amount | owe for the material."

In Rai nbow it was decided to provide such credit assistance
to nenbers. But to do it, the co-operative needed nore
noney. It had to obtain a bank loan and to pay the interest
onit. In addition, the credit service required nore book-
keepi ng - another extra cost to the co-operative.

Credit is a problemand a risk in all businesses. Mst con-
suner co-operatives for this reason never offer credit in
their shops.

NOW WE CAN ALSO
FARN  SOME MONEY -
THANKS 7O RA/N-

BOW'S CREDIT.”
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Bef or e Rai nbow Handi crafts began, the wonen nmeki ng handi -
craft items sold themto private traders. The traders dealt
W th each producer individually, buying her goods for as
little as possible (usually about T$40 for an ordinary bas-
ket), and selling themin turn for as nuch as possible (T$50
- 55). The difference in the amunts made up his profit and
the paynent for his work, his travel and his other expenses.

The wonen had little choice but to take what they could get
fromthe trader. Even if they knew it was too low, it was
better than nothing as they were often in debt for supplies
or otherwi se in need of imedi ate cash.

Now t he wonmen mar ket their work through the co-operative.

It sells the handicraft on behalf of the nenbers. They re-
ceive the highest possible prices for their products because
there is no mddleman taking a profit for hinself.

Last year, the co-operative sold nany baskets at T$50 each.
But the nmenbers could not be given all that noney. Sone of

it, as we have seen, had to go for the running costs.

What about the running costs in the marketing service?
VWl |, sonmeone has to maintain the books and keep the store
open a few hours every week so the nenbers can deliver their
handi craft. Soneone has to travel to town and negoti ate
with the shopowners and other custoners there. Al t hough
sonme wonmen work as volunteers in Rainbow, others nust be
paid. Freight costs for all the baskets nust also be paid.

When the co-operative has sold the handicraft, it nust re-
tain sonme of the incone to pay these costs. W say that the
co-operative takes a comission on the sales. The rest of
t he i ncone bel ongs to the nenbers, of course.



The fol l ow ng exanpl e shows how it works:

18 -

Rai nbow sol d standard baskets | ast year at T$50 api ece. The
co-operative kept T$5 as conmm ssi on.

payment to the nenbers for their work (T$45).

hi gher than the traders used to pay.

T$50

RECEIVED FROM
CUSTOMERS
(for each basket)

T$5

COMMISSION
KEPT BY
CO-OPERATIVE

]

The rest was used as

This is T$5

T$45

PAID TO MEMBERS
(for each basket)

Last year Rai nbow nmenbers sold 500 baskets through their co-

operati ve.

enough to cover operating costs.

T$25,000

RECEIVED FROM
CUSTOMERS
(for 500 baskets)

T$2,500

COMMISSION
KEPT BY
CO-OPERATIVE

COMMI1/SS/ON

RUNNING
COsTS

The comm ssion anpbunted to T$2, 500, nore than

T$22,500

PAID TO MEMBERS
(for 500 baskets)

$ 22,500

COLLECTED
g 25 000

70 MEMBERS
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Let us now sum up the econoni cs of Rai nbow Handicrafts, as
they were | ast year:

The nenbers could buy a set of raw material at T$25 from
t he co-operative, receiving T$45 for each good basket
they delivered. They were quite happy with this, as they
earned nore than they had before.

- The co-operative itself also earned incone fromthis pro-
cedure: T$1,500 fromthe supply service and T$2, 500 from
the marketing (or T$4, 000 altogether).

- This amount (T$4,000) was used to pay the costs of run-
ning the co-operative. Wien they had all been paid
there was still sonme noney "left over", a net surplus.
If there is no such surplus, a co-operative nmay be in
troubl e. But the | eaders of Rainbow had planned their

busi ness wel |, the menbers had nade good use of its ser-
vices, and the society nmade a net surplus.

T$4,000 - TS$1,750 = TS$2,250
SURPLUS
from supply and - RUNNING COSTS = NET SURPLUS
marketing
7$ 1,750
USED 7O PAY
RUNNING
CO87TS
JOTAL
SURPLUS ﬁ Zﬁ_ ?_g%z%ov 2
00 - OvE
7840 MONEY =
NET SURPLUS
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Capital

W have | earned that Rai nbow eventually earned a surplus on
its business and could pay wages, rent and other costs to
keep goi ng.

But how did it manage in the very begi nni ng? The wonen
formng it had no noney at all the day they decided to start
a co-operative.

It is quite obvious that without capital  Rai nbow Handi -
crafts could not have begun. Mney was needed right away to
buy the first supplies and to pay sone other expenses be-
fore any surplus had been earned. Al'l expenses had to be
calcul ated very carefully before starting the co-operative.
How nmuch did the wonen need and where could they get it?

Sources of capital

Much of the capital needed to start a co-operative nust cone
fromthe nenbers thensel ves. If they are willing to con-
tribute one can see that they believe in what they are do-
ing. Banks and ot her organisations (potential sources of
capital) take it as a sign of nmenber conm tnment and nay then
be willing to help.

Entry-fee

The nmenbers of Rai nbow deci ded that each of them shoul d pay
a small, non-refundable entry fee. This would raise nmoney -
and al so hel p determ ne who was serious about menbership.

Shar e - capi tal

I n addi ti on, each nenber had to Loan noney to Rainbow to
share in raising sone of the capital needed. Such noney
each nmenber is required to contribute to a co-operative is
called share capital . It remains the property of the nenber


ana

ana
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who paid it although it is
used by the co-operative.
Wien a nenber pays in her
contri bution, she receives
a share certificate. This
shows that she is a share-
hol der in the society.
Thus, to "buy shares" in
the society sinply neans to
| end the society noney that

will be used to finance its
oper at i ons.

A co-operative nay pay the nenbers for the use of their
share capital in the sane way a bank pays jinterest or a
dividend on deposits in a savings account. A Rai nbow nenber
receives T$10 each year as interest if she has bought T$200
worth of shares.

According to the rules of Rai nbow Handicrafts, each nenber
had to buy T$200 worth of shares. However, the rules al so
said that nenbers could pay for these shares in instal-
ment s. A smal |l armount could be deducted froma nenber's
paynment each time she brought in sonme baskets.

G ants

The worren found that they al so needed other sources of capi-
tal. It took a |lot of patience and "door-knocking". A |l o-
cal church organisation that was trying to inprove oppor-
tunities for wonen cane to their help. A representative was
invited to attend several of their neetings to eval uate
t hei r work. He was inpressed with their determ nation. The
organi sation gave thema grant (or donation) they did not
need to repay.

Bank | oans

The governnent also tried to encourage income-earning ac-
tivities for wonmen.  Through a programe adnministered by the


ana

ana
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nati onal Co-operative Departnment, the wonen were able to ob-

tain a loan fromthe Co-operative Bank. The nenbers knew,
however, that they had to repay this | oan over a period of
time and that they had to pay interest on it to the bank.

In order to repay the |oan the co-operative had to earn a
net surplus.

| Liabiliti

When Rai nbow was fornmed, sone wonmen were worried about the
noney they had put into it. Wiat would happen if the co-op-
erative failed? The nenbers knew that they nust share the

ri sks of the co-operative as well as its benefits. They
were in it together. They knew they could | ose everything
they had already invested in the co-operative: time, ef-
fort, entry fee and share capital. But what about further

obligations - were they responsi ble for Rainbow s debts if
it failed? What happened if there was no nore Rai nbow?

"What about the | oan the bank has given us? WII|l we have to
pay that back out of our own pockets as well?" sone nenbers
asked.

"No, " explained Mary. She knew the law. "If Rai nbow should
go out of business, the bank has to recover what it can from
t he co-operative, but not fromthe individual nmenbers. Qur
liability, or what we are responsible for, is limted to the
share capital we have invested in the society. W will |ose
t hat but nothing nore."
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DI SC:LJSS 0000000000 09000000000009000000330300000Q0000d00O0O0O0O0

1. 1If you produce and sell any crafts at present, what is
your profit? (List your costs and conpare themwith
your selling price.)

2, If you were to start a co-operative, what kind of costs
woul d you have to pay to operate it (rent for a store,
paynent for staff, travel, insurance, |licence fees,

packing material, stationery, interest on |oans, etc.)?
(List all possible costs.)

3. What happens to a co-operative that cannot earn a net
surpl us? Wiat can the nenbers do to nake sure that

their co-operative wll not go bankrupt? (If it does,
they will lose their share capital.)
4 You will, of course, need to draw up a detailed plan

bef ore deci ding how much noney is required to start your
co-operative. But for now, nake a rough estinmate of how

much you woul d need to begin a marketing or supply
servi ce.

5. How coul d you raise the noney you need? How nuch can
menbers contribute? What other possibilities are there?

Notes for the study | eader

1. The purpose here is not to make a realistic feasibility
study, but to help group nenbers understand the costs
i nvol ved in running a co-operative and the need for both
margin and conmi Ssion.

2. It is usually easier to grasp nmat hemati cal exanpl es of

this type if you use the figures for a single itemonly,
for instance one basket, one mat or one chi cken.

000000000000000000000000000000000000000000000000000000000000
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ORGANISATION

Menbers of any co-operative nmust decide how to organi se the
tasks of Labour and managenent .

Labour

In a small marketing and supply co-operative |ike Rai nbow,
the nenbers provide thenselves with a service that hel ps
them obtain both raw material and markets for their finished
products at fair prices. The actual work involved in naking
t he handicraft is up to the individual. Each nenber takes
honme the raw materi al bought through the co-operative and
weaves it into baskets - whenever she has tinme and wherever
she finds convenient. (The handicraft, of course, nust be
wel | made and delivered to the co-operative at the
appropriate tine.)

Not all co-operatives work this way. There are also
"workers'" or "industrial" co-operatives. These are set up
not to provide a service but rather enplaoynent for nenbers.
For exanple, the Dressnakers Co-operative has a little fac-
tory where twel ve dressnakers cone to work full-tinme daily.
They are enplaoyed (but by their own co-operative) and re-
ceive wages |ike other workers. In addition, they share the
profit nmade on the dress sal es, because they are both
wor kers and owners of the co-operative.

Managenment

The menbers of Rai nbow Co-operative di scovered that they
| i ked to di scuss and anal yse everything in detail before
maki ng decisions. They felt that this, after all, was deno-
cratic - they all had a say in the co-operative. But as
t hey began to see the nunber of responsibilities involved in
actually operating the society, they al so recogni zed that
t hey coul d not possibly discuss everything together. I t
sinply took too nuch of their tinme.
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Therefore, the group of wonen elected to be on the _commttee
had to do nore of the managenent work for the co-operative.
These wonen shared inportant duties; one kept track of t he
nmoney and mai ntai ned the books, others ordered, recei ved and
checked supplies, still others ran the store.
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This worked very well at first. But the co-operative ex-
panded. Soon there was too much work to be done by the com
mttee nmenbers in their spare tinme. Soneone was needed who
could spend nore tine |ooking after the day-to-day busi -

ness. So Rai nbow hired a secretary (or manager) to work
part-time in the society.

The committee nenbers continued to hel p as before. Rai nbow
now had the sane organi sati on as nost ot her co-operatives,

descri bed on the foll ow ng page.



The structure of a co-operative

A co-operative is owned by
its penbers. They deci de
its goals and rules and
t hey have final authority.
But for practical reasons,
al | nmenbers cannot  neet
every tinme a decision has
to be taken.

Therefore, a caommttee is
appointed to take the res-
ponsi bility for managenent.
The conmittee plans and su-
pervi ses the activities and
busi ness affairs of the co-
operative.

To carry out the day-to-day
wor k of managenent in ac-
cordance with rules and
plans, the comittee nmay
appoi nt a secretary/nmanager
and ot her necessary staff .

Everyone in a co-operative nust understand how these three
groups work together. To denpbnstrate the work and the res-
ponsibilities of the nmenbers, the commttee and the nanager,
we can again use the exanple of Rai nbow Co-operative.
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The menbers

The co-operative belongs to its nenbers. Therefore, they
all have equal say in its control. Because it is inpossible
for all nenbers to neet for every decision, they elect a

comrittee to nmake routine decisions on their behal f. But
certain inmportant matters nust still be decided directly by
t he menbers. This is done in general neetings. The nost

i nportant of these is the Annual General Meeting (AGY.

The main purpose of the AGMi s:

® to review and di scuss what happened during the past busi -
ness year;

@® to decide what should be done with any surpl us;
@® to discuss and plan the com ng busi ness year;

@® to elect a conmttee for the com ng year.
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When the nenbers of any co-operative take a decision, they
vot e. Each nmenber has one vote, and only one. Al are
equal .  This way of denocratic voting and decision-naking is
one of the co-operative principles nmaking co-operatives dif-

ferent fromother types of business organisations. (See page
44.)
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I n the begi nning, Rai nbow Co-operative held general neetings
frequently. It took them nmany neetings to work out and agree
on the objectives and the rules of their society (the hy-
laws|. Now only a few general neetings are held every year
but nmenbers also attend the informational neetings called by
the conmmttee.

TIhe commttee

In the beginning, all nmanagenent work was done by the com
mttee nenbers. They had been elected by all the nenbers to
pl an and supervi se the business of the society. Later, there
was so nmuch work for the commttee that it was decided to
appoi nt a nmanager to | ook after the day-to-day work. The
conmittee then had nore tinme to concentrate on other inport-
ant tasks.

The conmittee usually neets once or twice a nonth, sonetines
nor e. The manager is al so present. W will now describe
the nost inportant matters the commttee deals with in these

nmeeti ngs.

SALES SALES OF
SUPPLIES PRODUCTS 5,100
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@® Financi al _managenent: The committee works out plans for

expendi tures and incone. Every nonth the manager pre-
sents a report on the sales and costs. The conmittee re-
views it. Are the costs higher or |ower than planned?
Can the society sell the baskets at a higher price and
per haps pay the nenbers nore? WIIl there be enough cash
in the society for the com ng nont hs?

The conmi ttee nmenbers know that they are responsible for
the society's finances. W thout the records carefully
kept by Manager Mary, it is not possible for themto dis-
cuss the business results and to plan suitable action.
They, in turn, have to present properly prepared reports
and accounts at the end of each year to the menbers.

These nust present an accurate picture of the financial
situation of the co-operative. They are checked by the
governnent's Departnment for Co-operatives. The committee
menbers ask a co-operative adviser for assistance in the
preparation of these accounts, as they do not know how to
do it thensel ves.

MONTHLY REPORT OF
weeks ended

1 Membership
To date this year
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@ Commerci al - policies: The committee decides what the
co-operative should produce (special types and sizes of
baskets, for exanple). It sets quality control guide-

i nes, deciding what products are of sufficient quality
to be accepted for sale by the co-operative. The commt-
tee also identifies and sel ects good suppliers of raw nma-
terial and good buyers for their products.

nl\y

@ Menbership-matters: The committee deals with all appli-
cations for menbership. In case of problens or com
plaints, the commttee may talk wi th individual nenbers,
explaining the rules of the society. Difficulties may
arise over failure to pay shares or to repay |oans, for
i nstance, or over quality of worknmanshi p. The comittee
al so organi ses educational and informational neetings for
t he nenbers, with the help of the manager. (These con-
cern such topics as handicraft techni ques or how co- oper-
atives work.)
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TIhe manager

the commttee

The nmenbers set the objectives and the rules,

draws up plans for the work, and the manager sees to it that

the work i s done.

At Rai nbow, it was Mary who got
the job as the first manager

She lived al one and coul d easi -
|y organi se her tine to spend
certain hours at the co-operat-

I ve. But nore inportant were
her  skill in organising and
pl anni ng t hi ngs, her dedi -
cation, her wllingness to try
new things, and her ability to
get along well wth others.

These made her the ideal choice

for manager.

® Mary sawto it that supplies were ordered, delivered
paid for and properly stored for pick-up by nenbers.

@® She made sure that nenbers dropped off their finished

~products, in sone cases going to collect themif the

wonen coul d not make it to the co-operative

@ Together with sone commttee nenbers she checked the
quality of the baskets. Wrk bel ow a certain standard
was rejected.

® Mury dealt directly with the buyers and was responsible
for seeing that the society's products were ready as
prom sed. She nmade sure that paynent was received.

@ She had to keep records of all these transactions, in-

formng the commttee nonthly about sal es and purchases.
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Conmuni cat i on

We have seen that the nenbers set the objectives and the
rules for a co-operative, the conmttee draws up the pl ans
and oversees the finances, and the nmanager sees to it that
the work is done as pl anned.

This kind of structure and distribution of responsibilities

is suitable for nost co-operatives. It can be illustrated
l'i ke this:
COMMITTEE MANAGER
85
ﬁ@
e
But structure is not enough. If the organisation is to

function, there nust be contact between the bl ocks. Let us
put in arrows to show the |inks.

COMMIVTTEE MANAGER

L
R—

—>
—

The white arrows indicate that decisions taken by the i nem

bers and the commttee are passed on to the manager to be
I npl enent ed.

The bl ack arrows indicate that the manager keeps the conmt-

tee informed and that it reports to the nenbers. Communi ca-
tion must go both directions.
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W have seen that there was cl ose contact between nenbers,
comm ttee and manager in Rai nbow. Everyone knew her rights

and responsibilities; menbers exercised their power appro-
priately in the general neetings, the commttee knewits re-
sponsibilities, and the manager had her tasks. | nf or mati on

and communi cation anong all of them was very good.

Not all co-operatives are so | ucky. D fferent ideas and
| ack of understandi ng about who does what can |ead to argu-
ments, to interference by commttee nenbers with the mana-
ger, or to too nuch independent action by the manager her-
self. Menbers can be left out of inportant decisions if the
comm ttee and the manager forget to consult them
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MAKE DIFFERENT
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WHAT THE
COMMITTEE /5
DOING ABOWT
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Runors, distrust and bad feeling can quickly spread anong
the nmenbers if every effort is not nade to keep themi n-
forned. Wrse yet, they can lose interest in the whole idea
and becone apathetic. Menmber apathy and discontent are
maj or reasons for co-operative failure.
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The co-operative novenent

One of the co-operative principles says that all co-operat-
i ve societies should help each other. Very often they unite

to formunions and federations. In that way they can organ-
ise education and training and even business activities
t oget her.

RA/INBOW ALATEAL

CO-OFE- CO-0OPE -

RAT/IVE RATIVE

,‘
~ [T\
SUNSHINE

The wonen in Rai nbow Handi crafts sought advice from the of-
fice of the Co-operative Union in their regi on when they
started their society. They conti nue to nake use of the
services provided by the Union such as bookkeepi ng and ac-
counti ng.

The role of the governnent

Anyone intending to start a business nust obtain a |licence
fromthe authorities. Virtually all countries have sone
sort of regulations on business activities to protect t he
consuner .

Li ke ot her busi nesses, co-operatives operate under the | aw
Most governnents have a special departnent or ninistry and
specific laws for co-operatives. The departnent checks on
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the operations of all co-operatives and provides them as-
si stance in various ways.

Let us look at the contacts between Rai nbow and its Co-ope-
rative Departnent.

The founders of Rai nbow did not know nuch about co-ope-
ratives when they began. They went to see a co-operative
officer (an adviser) in the Co-operative Departnent for

hel p.

Whenever the committee or the manager of Rai nbow needs
assi stance or advice, they can approach this officer.

Wien t he Rai nbow wonen were convi nced that they woul d
succeed as a co-operative, they recruited nenbers, elec-
ted a commttee and set the hy-laws for their co-opera
tive. Then they applied for registration of their so-
ciety to the Co-operative Departnent. The registrar
checked to be sure that their by-laws were in accordance
Wi th co-operative principles and regul ati ons and then
regi stered the society.

Every year, the comm ttee of Rainbow Handicraft prepares
its final accounts, with the assistance of the co-opera-
tive adviser. The finances are checked by an auditor
fromthe Co-operative Departnent. The auditor's report
is presented to the nenbers at the AGM

The rel ati onshi p between the governnent adviser and the man-
agenent of Rainbow is very good. Both the cormittee and the
general nenbers feel that the co-operative really belongs to
them and that the governnent will not interfere as |ong as
t hey follow national guidelines. On the ot her hand, they
are grateful for occasional assistance fromthe adviser con-
cerning accounting, audit and other conplicated adm nistra-
tive matters.
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How is a co-operative different from other businesses?
If you know a co-operative in your region, describe how
it works.

What are the duties of the nenbers in a co-operative so-
ciety? How and where do they decide upon matters con-
cerning their co-operative society? Wiy do they elect a
comittee?

What are the nost inportant duties of the commttee mem
bers?

What personal qualities should a conmttee nenber have?
What know edge and skills?

Wiy is a manager appointed? Wiat is she supposed to do?
What happens in a co-operative if there is no proper
communi cati on between the nenbers, the commttee and the

manager ?

Who can act as advisers to your group?

Notes for the study | eader

To expl ain how co-operatives work, use actual exanples
fromthe region, if possible. Describe how | ocal co-op-
eratives were started, and how they are organi sed.

Stress again that the nost inportant decisions are taken
by the nenbers/owners of the co-operative. The el ection
of suitable and conpetent committee nenbers nmay be cru-
cial for the success of their co-operative.

00000000000000OO000O0000000000000000000000000000000000000000
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CASES TO LEARN FROM

W have now considered the hasic economics and the organi-
sation of a co-operative. Understanding of these is essen-
tial for every co-operative nenber.

It happens on occasion that a co-operative starts out well
only to collapse later. The result is not only great disap-
poi nt ment but loss of faith in the co-operative ideal.

Yet, in such cases, the reason for failure is often quite
simply that the menbers did not know enough about running a
co-operative when they began. To avoid that m stake, let us
once agai n review sone basic co-operative concepts, prin-
ci pl es and probl ens. This tinme we will use short stories;
after each, suggest reasons for what happened and acti ons
t he co-operatives mght have taken to avoid the probl ens.

kesi d i : :
Sal es had been going down for quite sonme tinme at Lakeside
Handi crafts. The manager nmet with the commttee nenbers to

di scuss the situation

"We are just not able to sell our nenbers' products the way
we used to. The buyers conpl ain about conpetition from nod-
ern articles nade of netal and plastic, and say that they
can only sell our ol d-fashioned goods at very low prices."

The society's store roomwas now full of handicrafts. The
manager was really worried, because the nenbers delivered
regularly as usual. So far, she had paid them cash on de-
livery. The manager thought she nust stop this now, or she
woul d soon run out of cash. She suggested that nenbers be
paid for their articles only after the society had managed
to sell them

Notes for the study |eader
Di scussion on this case should pinpoint the reason for
t he present probl ens: the society apparently started

Wi t hout a proper study of the narketing possibilities.
If the society cannot find new markets or make new pro-
ducts, it can hardly conti nue.



WAgram Handicrafts

The governnent was anxi ous to preserve the traditional weav-
ing craft of the Wagram rural area. This was also the aim
of several foreign aid projects. The few wonen who stil
carried on this craft were encouraged and assisted to form a
co-operati ve. Raw materi al was obtained for them Thei r

goods were sold to visiting tourists and forei gn nmarketing
or gani sati ons.

None of the wonen was able to do bookkeepi ng, so a vol unteer
froma nissionary station carried out npst of the nanage-

ment . The society was housed in an attractive building at
the governnent's expense. Visiting del egati ons were fre-
quently brought to see it. Whenever any probl ens arose

t here al ways seened to be sone help at hand. If noney ran
out one or another agency would lend it. Raw naterials were
al ways provided and were not always charged to the society.
Fi ni shed goods, regardless of quality, were always sold to
sone wel | -w sher.

After a while, however, such assistance was w t hdr awn. The

governnent seenmed to |l ose interest. The menbers had no idea
how to run the society thenselves and it soon coll apsed.

Notes for the study |leader

- This co-operative was snothered with too nuch hel p. The
nmenbers never got an opportunity to learn, as the ad-
visers and consultants did all the nmanagement work. The
di scussi on about this case should also bring out the im
portance of self-reliance. If the nmenbers do not realty
need and want a co-operative, they will not contribute
sufficiently to its nanagenent and devel opnent. Sooner

or later it will cease to exist.
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The mining industry in a particular region devel oped very
rapidly. The mining conpany organi sed catering services for
the workers;  one neal was served each shift. Mst of the
food stuff was supplied fromlarge firns in the city.

Sone enterprising wonen in the area saw the possibility of

earning cash by selling farm produce |like vegetables,

chi ckens and eggs to the canteen at the m ne. However, the
cant een nmanager did not want to buy small quantities from
i ndi vi dual producers. So the wonen fornmed a co-operative
group and sold their products in bulk.

The wonen were surprised to see that they could earn so nuch
nmoney. The canteen even offered themcontracts for regul ar
deliveries of chickens and eggs.

Busi ness was boom ng. Soon there was so nuch to do every
day receiving produce fromthe nenbers that the secretary/
cashi er had problens coping with all the record-keeping, or-
gani sati on of packing, transport and so on. Then the mem
bers agreed to be paid only once a nonth which made the work
easi er.

In the begi nning everyone was happy. But after sonme tine
menbers began conpl ai ni ng about the | ate paynent and the de-
livery procedures in general. They had to wait a long tine
at the co-operative just to hand over their produce. Somne-
times there was great confusion over paynent. The secretary
could not always find all her notes. Sone nenbers insisted
that they were not paid for everything they had delivered.
Even t he canteen manager started to conplain. He said he
had to ask for the bills and when he checked themthey did
not always tally with his own records. Even worse for him
it happened on a few occasions that the co-operative failed
to deliver chickens as agreed in the contract. He had a | ot
of trouble quickly finding sonething el se to serve all his
canteen custoners on those days.

In the neantine, a private trader had appeared on the
scene. The co-operative group had opened his eyes to a
busi ness opportunity. He now went around to nenbers' houses
twice a week and offered to buy on the spot what they had,
payi ng cash. Al t hough t he wonen t hought he paid nuch | ess
than the co-operative, many of themsold to himto avoid al
its problems. This was the beginning of the end for the so-
ciety.

Notes for the study |eader

Thi s case shows the inportance of effective planning and
managemnent . A co-operative will never succeed if com
petitors can offer better services for menbers and cus
toners. One of the nobst significant responsibilities of
the nenmbers in a co-operative is, therefore, their choice
of comm ttee nenbers. These, in turn, nust understand
the need for a qualified business manager able to pl an,
organi se and keep the books.
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TIhe Dressmmkers' Goup

A nunber of wonen in Add Town were quite well known for
their dressmaking skills. One of them Mary, took the in-
itiative one day. She asked all the other wonen who had
sewi ng machines if they were interested in naking school
uni forms, which could be sold through one of the clothing
shops in town. Their response was positive; t he wonen
agreed to join what Mary called a seanstresses'
co-operati ve.

Mary agreed with the school headmasters on the design of the
unifornms and with the shop nmanager on prices. She coul d not
get the cloth required on credit, but sone of the seam

stresses agreed to advance the noney. She al so got sone
private loans fromfriends so she could purchase materi al
enough for sone 100 uniforms. The cloth was distributed

anong the wonen and production started. Each wonman nade, in
her honme, as many uniforns as her tine allowed. Sone nade

only a few, others worked all night. Mary then collected
the uniforns, delivered themto the shop, and recei ved pay-
ment. She could now pay back the | oans.

Mary organi sed a neeting to celebrate their success and to
di vi de the earnings. Unfortunately, some of the wonen were
confused and di sappoi nted at this neeting, because of pro-
posal s Mary made. She said that she had to give extra none
to those who had contri buted noney to buy material, in ad-
dition to paying them back for the cloth. "Wthout them we
woul d not have been able to do any business at all,"” she
sai d. But sonme of the wonmen who had nmade nmany uniforns said
t he same thing: "Wt hout our production there would have
been no business either." O her wonen suggested that Mary
shoul d be paid extra because it was her initiative and ef-
fort that nmade it all possible.

"We have all done a good job," said Mary. "I think we w ||
receive nore orders for uniforns every year now, and maybe
we can al so nmake nurses' dresses and such things. | -suggest

that we keep sone of the earnings to buy material for future
orders."

Many wonen were frustrated and did not know what to say. In
the end they left it to Mary to decide, trusting that she
woul d work honestly for the benefit of themall.

But one worman said after the neeting, "If we really want to

forma co-operative | think we nust sort out a few things,
- | know there are sone rules ..... "

Notes for the study | eader

Let the study group identify the co-operative rules
(principles) referred to above. They are:

a) the principle about limted interest on capital (see
page 21);



41

b) the principle about denocratic control: one nmenmber -
one vote (page 27).

The case can provide the occasion for discussion of many
ot her aspects of co-operatives, for instance the prin-
ciples on distribution of surplus, on continuing edu-
cation (see page 44), and the need for information and
educati on on co-operative matters hefore a co-operative
is forned. (This is actually the purpose of this book-
Zet/study course.)

Ihe Hi ghl and Matweavers
Two weeks ago the Hi ghl and Mat weavers Co-operative of -

ficially opened its beautiful new showoomin the city.
The roomwas full of carpets. The tourists lost no tine in

buyi ng such nice handicraft. After a few days the shop was
enpty. It was fantastic, the nmenbers thought; the future
was bright. Thanks to the new showoom they woul d be able

to sell all their carpets to the tourists.

But there was one problem- after two weeks the show oom was
still empty; no carpets were on display.

The secretary/ manager was worried. Wien she had finally ob-
tained the commttee's approval to rent the room she had
used all the society's noney to make the roomready for the
openi ng. She had forgotten all about the need for capital
in the future, convinced that the showoom woul d sol ve al
ki nds of probl ens.

The show oom did solve the nmarketing problem it is true,
but now she faced ot her problens. Wthout cash - no raw ma-

terial. Wthout raw material - no production. Wthout pro-
duction - no sales. Wthout sales - no incone for the nem
bers ... and no job for herself. Wat would now happen to

t he co-operative?

Notes for the study |eader
Di scuss the need for foresight in fundamental financi al
management nmatters. Do the nenbers know enough about

this, or is it necessary to ask for advice or to enploy a
speci al i st/ manager ?
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GOING AHEAD

You now have sone idea how a supply and marketing co-oper a-
tive works. The nore you | earn about the econom cs and the
organi sation involved, the better your chances of success if
you start your own co-operative.

Remenber, | eaders of co-operatives have a trenmendous respon-

sibility. | f you accept such | eadership, it nmeans that you
al so accept the need to spend a ot of tinme and effort on
the society. You may need further study as well. Especial -

Iy in the beginning, before a co-operative is registered,
its | eaders have a heavy wor kl oad.

MATCOM has publ i shed anot her booklet, called "A Handicraft
Co- operati ve - Managenent". That bookl et is intended for
the further training of commttee nenbers and managers.

TRAINING PROGRAIIE

1 ORGANISATION
2 FINANCIAL /MAN.
3. SUPPLY SERVICES

Yy MARKET/ING
5. COMMILINICATION |
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DISCUSS

1. Belowis a list of sonme tasks for those who decide to go
ahead and form a co-operative society. Di scuss the
l'ist, adding other tasks that m ght be necessary. De
cide the sequence of these tasks. Di scuss who should do
what and where you will need assistance and advice from
speci al i sts.

Tasks:
Find out the exact procedures for registration of a
co-operative.

Find out what assistance you can get from co-opera-
tive organi sations and governnent offi ces.

| nvestigate the extent of interest anong the wonen
In your area

- Arrange informational neetings.

- Elect a "care-taker commttee"” to nanage the initial
wor k.

Make a thorough study of the feasibility of the pro-
posed co-operative - will it really work? Make a
budget for the first year of operation, suggesting
sources of finance.

Recruit nenbers.

- Fornmul ate objectives and rules (by-laws) for the co-
operative; have them di scussed and approved in a
neeting with all nenbers.

- In a general neeting, elect a commttee.

- Collect share capital from nmenbers.
-  Raise nore funds, as needed.

- Apply for registration of your co-operative.

0000 0000000000000 00 0000090900000 00V0OV00CIO0V0000000000000000Q00060COOOO
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THE CO-OPERATIVE PRINCTIPLES

Open and Vol untary Menbership

Menbership of a co-operative society should be voluntary
and available w thout artificial restriction or any
social, political, racial or religious discrimnation,
to all persons who can nmake use of its services and are
willing to accept the responsibilities of nenbership.

Denocrati ¢ Menber Contr ol

Co-operative societies are denocratic organisations.
Their affairs should be adm ni stered by persons el ected
or appointed in a manner agreed by the nenbers and ac-
countable to them Menmbers of primary societies should
enj oy equal rights of voting (one nenber, one vote) and
participation in decisions affecting their societies.
In other than primary societies the admnistration
shoul d be conducted on a denocratic basis in a suitable
form

Limted Interest on Capital

Share capital should only receive a strictly limted
rate of interest, if any.

Di stribution of Surplus

The econom c results arising out of the operations of
the society belong to the nenbers of that society and
shoul d be distributed in such a manner as would avoid
one nenber gaining at the expense of others.

This may be done by decision of the menbers as foll ows-

la) By provision for devel opnent of the business of the
Co- operati ve;

(b) By provision of commobn services; or

[ C) BK di stribution anong the nmenbers in proportion to
their transactions with the Society.

Educati on

Al co-operative societies should nmake provision for the
education of their nmenbers, officers, and enpl oyees and
of the general public, in the principles and techni ques
of Co-operation, both econom c and denocratic.

Co- operati on anong Co-operatives

Al'l co-operative organisations, in order to best serve
the interests of their nenbers and their conmunities
shoul d actively co-operate in every practical way with
ot her co-operatives at |ocal, national and internationa

| evel s.
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ADDITIONAL TRAINING MATERIAL

You may want to | earn nore about the nmanagenent of a co-op-
erative. If you are willing to serve on the conmttee and
take responsibility for the operations of a co-operative,

there are many matters you need to study further.

MATCOM has published sel f-study booklets for use in con-
surmer, agricultural and workers' co-operatives. The book-
|l ets deal with common tasks, such as planning, ordering and
selling goods, controlling cash and stock, and so on. Even
i f your co-operative is of a different type, the booklets
may be useful for you.

MATCOM sel f-study booklets for staff, managers and conmittee

menber s

for consumer co-operatives:

L SBN

BASI C ECONOM CS OF A CONSUMER CO- OPERATI VE 92-2-105729-1

PLANNI NG AND CONTROLLI NG THE BUSI NESS
CASH AND STOCK MANAGEMENT

PRI CI NG

BU LDI NGS AND EQUI PMENT FOR SMALL SHOPS
BASI C RULES FOR THE DI SPLAY OF GOCDS

92-2-102222-6
92-2-105046-7
92-2-103028-8
92-2-102177-7
92-2-102067-3

THE DI SPLAY OF GOODS I N SELF- SERVI CE SHOPS 92-2-102081-9

EASY LETTERI NG FOR SI GNS AND POSTERS
THE STOCK RANGE

ORDERI NG GOODS

RECEI PT OF GOODS

SHOP HYQ ENE

FOOD SPA LAGE AND PRESERVATI ON
VIEEI GH NG AND PREPACKI NG

PRI CE- MARKI NG

SALESMANSHI P

SHOPLI FTI NG

HANDLI NG OF CASH

CASH CONTROL W THOUT A CASH REQ STER
CASH CONTROL USI NG A CASH REA STER
LEAKAGE

STOCK CONTROL RECORDS

STOCK- TAKI NG

WORK ORGANI SATI ON AND STAFF MANAGEMENT

TRAINER S NOTES - A booklet conprisin
notes for the instructor on the use o

t he above

92-2-103330-9
92-2-103089- X
92-2-103088-1
92-2-102437-7
92-2-103692-8
92-2-103693-6
92-2-105730-5
92-2-102632-9
92-2-102223-4
92-2-102481-4
92-2-102361-3
92-2-102435-0
92-1-102436-9
92-2-102049-5
92-2-102774-0
92-2-105731-3
92-2-103268- X

92-2-105151-X
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for agricultural co-operatives:

L SBN

BASI C ECONOM CS OF AN AGRI CULTURAL
CO- OPERATI VE 92-2-103699-5
THE BUDGET 92-2-103698-7
SUPPLY SERVI CES 92-2-105021-1
CROP COLLECTI ON 92- 2-105161-7
PLANNI NG 92-2-105215- X
NOTES FOR THE FI ELD TRAI NER - a
bookl et providing gui delines on
how to plan and carry out field
training, based on the above
material . 92-2-105587-6
A WORKERS' CO OPERATI VE -

Organi sati on 92-2-105265- 6
A WORKERS' CO OPERATI VE -

Basi ¢ Economi cs 92-2-105264-8

For inquiries about these and other MATCOM training materi al
and services, please wite to:

The ILO-MATCOM Project

c/o COOP Branch
International Labour Office
CH-1211 GENEVA 22

Switzerland
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NOTES FOR THE STUDY LEADER

The followi ng are sone guidelines for those who want to or-
gani se a study course based on the contents of this booklet.

St udy t he bookl et thoroughly yourself; you must be com
pletely famliar with its contents.

Adapt and nodify the contents. of the booklet to include
| ocal nanes and conditions typical of your country. You
may want to convert the main exanple of the handicraft
co-operative into another co-operative activity. Use re-
alistic exanples. For instance, substitute true stories
fromyour own country for the short stories on pages 37 -
41.

Arran%e a study programme; deci de how many neetings you
will have and the topics for each neeting. Invite par-
ticipants.

In the neetings, go through each chapter with the parti -
ci pants. Present the contents in your own words. You
should not read fromthe book; it is nmuch easier for
participants to understand if you talk freely.

Be fl exible: do not follow the material slavishly. Be
prepared to change the approach, dependi ng on what the
trai nees thensel ves suggest.

Make effective use of visual aids. Copy sone of the il-
lustrations fromthe booklet on | arge sheets of paper and
use themto support your presentation.

Present the discussion questions at relevant tines. Take
good tinme for the discussions. Wenever suitable, organ-
i se discussions in smaller groups, and |et the groups re-
port their conclusions afterwards.

Avoi d talkinP t oo much yourself; partici pants' dis-
cussi on should take up nuch of the total tine. Ask,
listen and guide rather than tal k. Inportant points can
be elicited from participants through skilful questioning
rather than your telling them everything.

Call on the silent and, if necessary, silence those who
tal k too nuch

Be sure that everyone understands what is going on; do
not all ow di scussion to be taken over by a mnority who

conprehend when the mgjority do not.

It is Freferable that necessary adaptation/translation
of thls bookl et be done by a co-operative apex organi sation

or departnent. Copies could then be economically reproduced
and distributed to all participants.





